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Abstract 
Successful organisations often exhibit work environments that appear to 
stimulate creative behaviours in highly engaged employees.  Employee engagement 
is described as the multiple emotional, rational and behavioural dimensions of an 
employee’s consistent level of effort, commitment and connection to their job.  To 
understand the link between creative behaviours and employee engagement, some 
authors have called for more research into the drivers of employee engagement in the 
workplace and the actions that organisations can take to improve this engagement 
(Saks, 2006; Shuck & Wollard, 2010). 
The characteristics of a work environment that facilitates creative behaviours 
and employee engagement have been suggested yet not empirically investigated 
(Harter, Schmidt, & Hayes, 2002; Isaksen & Ekvall, 2010).  In the present study this 
relationship is investigated through an exploratory research project in a global 
project-based organisation (PBO).  Forty semi-structured interviews were conducted 
with team members and their managers employing the critical incident technique.  In 
addition, observations in eight team meetings and document analysis were 
undertaken.  Data analysis commenced from the first point of data collection with 
themes patterns and insights emerging from use of both inductive and deductive 
thinking. The Nvivo software package provided support for the coding and analysis 
of data. 
Findings contribute to organisational theory about how work environments 
facilitate creative behaviours and employee engagement.  Previous research was 
extensively supported with regard to the importance of characteristics related to job 
design, a team’s social environment, and manager actions in facilitating both creative 
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behaviours and employee engagement.  These characteristics are seen to operate in a 
complex and cumulative manner, reflecting the multi-levelled nature of these 
influences on both outcomes.  Job specific characteristics influencing both creative 
behaviours and employee engagement include: challenges within the job itself; 
capacity to act autonomously; being able to accomplish outcomes; having task 
variety; provides learning opportunities; and the right amount of time pressure to 
enable the employee to be fully occupied.  Managerial behaviours which supported 
both outcomes included: giving staff freedom to act; offering support and asking 
staff what they needed to succeed; providing recognition; laughing with the team; 
demonstrating an openness to new ideas; and providing a safe environment where 
employees could express contrary views.   In terms of team or group behaviours, key 
aspects include collaborating with and helping others and engaging in informal and 
often humorous conversation.  These behaviours facilitate feelings of trust and 
psychological safety, where team members feel comfortable admitting mistakes and 
presenting contrary views.  Behaviours contributing to creative behaviours, but 
negatively influencing employee engagement include challenging and blaming 
others. Conflictual behaviours such as blaming others was found to lead to  people 
not feeling psychologically safe and withdrawing from a conversation.  However, 
disagreement within the team also drives some team members to experiment and 
more actively defend their own idea - which has a positive influence on the idea 
generation process. 
Processes in some team meetings play an important role in facilitating 
collaboration, debate and learning, and are important drivers of both creative 
behaviours and employee engagement.  A model was developed from the findings.  
The model illustrates how ideas move through an iterative shaping that becomes 
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smaller as more decisions are made and structure is provided.  The regular 
stimulation, exploration and refinement of ideas through formal meetings with 
managed contestation around ideas, contributed to a work environment that 
supported creative behaviours.       
Organisational values were found to have an indirect influence on how people 
felt, thought, and behaved within their roles, influencing both creative behaviours 
and employee engagement.  Deliberate steps were taken to promote innovation in the 
organisation by establishing an informal and highly autonomous culture with a flat 
organisational structure; a friendly, ‘family-like’ work environment; minimal 
organisational processes and encouragement of fluid job roles; parallel 
investigations; and an open office design. 
The study supported many (but not all) of the characteristics contributing to 
creative behaviours and employee engagement reported in the existing literature.  . 
This research appears to be the first study of both creative behaviours and employee 
engagement within five different work contexts within a large project based 
organisation.  This relationship is not straightforward.  Rather, it is complex and 
context-related, with the interaction between the person and the situation being a 
significant moderator.  Also of importance to creative behaviours is the presence of a 
catalyst such as a challenging problem or opportunity. 
Theoretically this research has provided deeper insights into creative 
behaviours and employee engagement and their associated feelings, thoughts and 
behaviours.  New definitions for both concepts have been developed.  New 
theoretical models for understanding the idea development process and the 
relationships between work environments, creative behaviours and employee 
engagement have been developed and will provide a basis for further research. 
 Work environments, creative behaviours, and employee engagement v 
From a practical perspective the study has facilitated the development of self-
report surveys and guidelines for managers who are interested in fostering work 
environments that stimulate higher levels of creative behaviours and employee 
engagement.  These suggestions will be of particular relevance for project-based 
organisations and may be generalisable to other organisations.   
The study has provided valuable insights into an important area of 
investigation as organisations look for ways to achieve competitive advantage 
through their people and has added to the limited number of qualitative studies in the 
employee engagement area.   
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Chapter 1:  Introduction 
1.1    INTRODUCTION  
In this chapter the background to this thesis is introduced, the purpose is 
explained and key concepts and variables are defined.  The study’s context, 
significance, scope and justification are then described.  The research design and 
approach are also presented.  Finally, the report structure of this thesis is detailed to 
facilitate the reader’s navigation.  
1.2    BACKGROUND TO THE RESEARCH  
A body of research indicates that employee creativity can substantially 
contribute to organisational innovation, effectiveness and survival (Amabile, 1996). 
Companies performing well in changing environments tend to have work 
environments encouraging creative behaviours and/or high levels of employee 
engagement (Corporate Executive Board, 2004; Gallup, 2010; George & Zhou, 
2002; Robertson & Cooper, 2011).  Work environments facilitating creative 
behaviours are not well defined, although research alludes to contributing factors, 
which could be contextual (Amabile, Conti, Coon, Lazenby, & Herron, 1996).  One 
perspective is that contextual factors are dimensions of the work environment that 
potentially influence an employee’s creativity but that are not part of the individual 
(Shalley, Zhou, & Oldham, 2004). Work environments are defined in terms of those 
contextual characteristics that influence creative behaviours such as characteristics of 
the job, work setting, and relationships with co-workers and supervisors (Shalley et 
al., 2004).  Creative behaviours aim to achieve the initiation and intentional 
introduction (within a work role, group or organisation) of new and useful ideas, 
processes, products or procedures (Scott & Bruce, 1994).  There are few examples of 
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what creative behaviours look like within the literature although we know that the 
results of creative behaviours can range from suggestions for incremental adaptations 
in procedures to radical, major breakthroughs in the development of new products 
(Mumford & Gustafson, 1988).  
Employee engagement is both a popular and controversial notion.  It is popular 
because in addition to increasing interest from academics, it has received the 
attention of human resource management consultants, internal communications 
professionals, and business conference presenters (Macey & Schneider, 2008; Shuck 
& Wollard, 2010).  It is controversial because there is a lack of agreement regarding 
the definition of employee engagement (Macey & Schneider, 2008).  Building on the 
work of Kahn (1990) and May, Gilson, and Harter (2004), employee engagement can 
be defined as the multiple emotional, rational and behavioural dimensions of an 
employee’s consistent level of effort, commitment and connection to their job.  The 
proposed positive effects of employee engagement have led some authors to call for 
more research into the drivers of employee engagement in the workplace and the 
actions that managers can take to improve employee engagement (Saks, 2006; Shuck 
& Wollard, 2010).   Certainly there appears to be a gap in qualitative research on the 
subject, which would provide deeper insight into the nature of employee engagement 
itself. 
A positive relationship between an employee who is engaged and creative was 
proposed by Harter, Schmidt, and Keyes (2003) and Isaksen and Ekvall (2010).  
These assertions raise questions as to the characteristics in a work environment that 
drive both of these outcomes.  Existing research reveals how work environments 
stimulate both creative behaviours and employee engagement in a range of contexts.  
However no previous study has looked at both concepts in the one environment and 
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any patterns of similarity and difference within contexts.  In this study, the 
characteristics within workplace environments that contribute to both of these 
outcomes are explored.   
1.3    CONTEXT – RESEARCH PROBLEMS  
Organisations that are recognised for generating creative outputs have been the 
subject of extensive scholarly research (George, 2008; Hennessey & Amabile, 2010; 
Runco, 2007).  Indeed, creativity is increasingly recognised as a critical means by 
which organisations can create meaningful, lasting value for multiple stakeholders 
(Amabile & Mueller, 2008; George & Zhou, 2001; 2002).  This study is concerned 
with how work environments facilitating higher levels of creative behaviour in 
individuals and teams are fostered.   
Previous researchers have alluded to a strong relationship between employee 
engagement in the workplace and business performance (Attridge, 2009; Harter et 
al., 2003; Robertson & Cooper, 2011; Xanthopoulou, Bakker, Demerouti, & 
Schaufeli, 2009).  Employee engagement exists when employees are involved with, 
committed to, and enthusiastic about their work (Macey & Schneider, 2008).  
Engaged employees are more likely to be more productive, profitable, safer, 
healthier, less likely to turnover, less likely to be absent, and more willing to engage 
in discretionary efforts (Fleming & Asplund, 2007; Wagner & Harter, 2006).  The 
significance of these outcomes encourages many organisations to take action to 
improve employee engagement.  The need for more scholarly research to better 
understand those conditions and behaviours that influence engagement, and how to 
support employee engagement, is emphasised by Shuck and Wollard (2010) and 
Saks (2006).   
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By more deeply understanding the influence of characteristics within work 
environments on creative behaviours and employee engagement, the relationship 
between employee engagement and creative behaviours can be better understood.   
These findings will be of interest to both academic and practitioner communities. 
1.4    RESEARCH JUSTIFICATION  
Managers seeking to improve overall performance can utilise their assets, 
especially their people, intelligently (Davenport & Prusak, 2000; Gebauer & 
Lowman, 2008; Macey, Schneider, Barbera, & Young, 2009; Sveiby, 1997).  
Employees who are highly motivated and engaged in their day to day activities may 
generate many creative ideas (Delery & Shaw, 2001; Harter et al., 2003; Pfeffer & 
Veiga, 1999; Stewart, 2001).   These findings stimulate questions such as, how do 
managers foster conditions that support creative behaviours and facilitate engaged 
employees; and how will these conditions that engage employees enable employees 
to undertake creative behaviours?  In a review of research about work environments 
that facilitate creative behaviours and employee engagement, it appeared that few, if 
any, studies have considered the nature of relationships between a work environment 
that facilitates creative behaviours and employee engagement at either an individual 
or at a team level has been considered.  The exceptions are studies by Hargadon and 
Bechky (2006) who undertook a qualitative study within a professional services firm 
to understand collective creativity, and Metiu and Rothbard (2013), who undertook a 
comparative study of two software development projects to see how the group 
engagement process is influenced by individual engagement and interactions.  Given 
the reported associations of both concepts to positive business outcomes, an 
examination of a possible relationship between them is logical and likely to prove 
instructive.  The objective of this research then, is to expand knowledge about the 
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influence of the different characteristics within a work environment on creative 
behaviours and employee engagement, and then to identify the relationships and 
interactions between creative behaviours and employee engagement.  
1.5    SIGNIFICANCE, SCOPE AND DEFINITIONS   
Organisations operate in environments that are complex, dynamic, highly 
competitive and extremely volatile, and as a result are advised to be systematic in 
how they manage their human resources (Tarique & Schuler, 2010).  Implementing 
strategies to foster creative behaviours and to enhance employee engagement could 
be an important part of their overall human capital strategy.  Creative behaviours and 
employee engagement have both been proposed as important influences on 
organisational effectiveness and performance (Corporate Executive Board, 2004; 
Gallup, 2010; George & Zhou, 2002; Robertson & Cooper, 2011).    
There are multiple definitions of the concept of employee engagement.  For 
this study, the concept of employee engagement is based on the work of May et al. 
(2004) and Shuck and Wollard (2010), and defined as the multiple emotional, 
rational and behavioural dimensions of an employee’s consistent level of effort, 
commitment and connection to their job.  The points of agreement and contention in 
this definition of employee engagement will be identified.  
The literature on creative behaviours sits within the broader literature on 
creativity and innovation in the workplace.  For this study, only those studies related 
to the more immediate influences on creative behaviours within the work 
environment are examined.  Nothing relevant is lost by this scope restriction.   
Creative behaviours are defined as intentional behaviours focussed on the generation 
of new ideas.  They are generated as a part of a process focussed on a creative output 
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and are influenced by group and organisational characteristics and emerge in 
response to challenging work, openness to new ideas and an experimental mindset.   
Work environments are initially defined in terms of those contextual 
characteristics that influence creative behaviours in an organisation such as 
characteristics of the job, work setting, and relationships with co-workers and 
supervisors (Shalley et al., 2004).  Dul and Ceylan (2011) describe the work 
environment as comprising two groupings of contextual characteristics including the 
social-organisational work environment characteristics and the physical environment 
characteristics.  The social-organisational aspect includes the employee’s social and 
organisational context such as job design and leadership style, with the physical 
environment relating to the immediate workplace and surrounding buildings (Dul & 
Ceylan, 2011).  
Studies of employee engagement are increasing in number (Macey & 
Schneider, 2008; Shuck & Wollard, 2010).  In this thesis, peer reviewed evidence-
based literature is given precedence.  The study addresses an identified gap in the 
literature related to how the characteristics of a work environment facilitate (or 
inhibit) creative behaviours and employee engagement.   
The core research question being investigated is: 
How do the characteristics in the work environment foster creative behaviours 
and promote employee engagement? 
The specific research objectives for the study are: 
1. To increase our understanding of the influence of the different 
characteristics within a work environment on both creative behaviours and 
employee engagement. 
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2. To identify characteristics uniquely contributing to one outcome but not 
necessarily the other. 
From this analysis, three research questions emerge to guide the study: 
RQ1:  How do the characteristics of a work environment influence creative 
behaviours? 
RQ2:  How do the characteristics of a work environment influence employee 
engagement? 
RQ3: What is the nature of the relationship between characteristics of work 
environments that stimulate and support creative behaviours and employee 
engagement? 
An exploratory approach is adopted to investigate these characteristics in a 
single case study. Principal data collection processes included semi-structured 
interviews and observations in team meetings.  Prior to conducting interviews, 
background information was collected as a part of the triangulation process 
(Creswell, 2003).  This triangulation process continued throughout the study with 
information coming from published documents, the internet and the company’s 
twitter feed.   
Data analysis was a circular and non-linear process relying on the researcher’s 
reflections, and judgement. Emergent data were grouped by theme, by person and by 
unit, i.e. team, with relationships between specific characteristics noted.  Use of a 
learning journal, together with regular discussions with other academic staff, 
provided a way of organising, formalising and capturing the researcher’s evolving 
understanding of the work environment. 
As an exploratory study, the aim is to seek new insights into characteristics of 
work environments, enabling the investigation of contemporary phenomena in real 
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life contexts, and flexible and opportunistic data collection (Yin, 2009).  The 
findings can enable understanding of how different work environments influence 
creative behaviours and employee engagement, while at the same time identifying 
plausible relationships between characteristics and between creative behaviours and 
employee engagement. 
The significance of this research is to explore how the work environment, with 
all its complexities, influences both creative behaviours and employee engagement.  
The findings provide insight into steps managers can take to foster work 
environments with higher levels of creative behaviours and employee engagement. 
1.6    THESIS OUTLINE 
This thesis is presented in eight chapters.  In this chapter, Chapter One the 
research is introduced by providing a background overview of the topic, a 
description of the research objectives, an introduction of the core concepts being 
investigated and a description of the emerging research questions.  In Chapter Two 
an overview of the existing literature across work environments, creative behaviours 
and employee engagement is provided.  The key themes and authors are identified 
while their arguments and frameworks are analysed to highlight gaps suggesting key 
research questions.  In Chapter Three the research approach is defined, describing 
both the data collection and data analysis processes.  A qualitative research 
methodology, incorporating semi-structured interviews and observations to make up 
a single case study is outlined.  In Chapters Four, Five and Six the findings from the 
case study relative to the three research questions are described.  In Chapter Seven 
the case study findings are compared and contrasted with findings in the literature.  
In Chapter Eight the unique contributions to knowledge of the study are outlined.  
The characteristics of work environments and how these contribute to creative 
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behaviours and employee engagement are discussed in the context of theoretical and 
practical contributions.  The methodological contributions, the limitations of the 
study, and areas for further research are examined in the final part of this chapter.     
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Chapter 2:  Literature Review 
2.1    INTRODUCTION  
The scope of this study spans three areas of enquiry: The first is the 
characteristics within work environments that facilitate creative behaviours. The 
second is the characteristics within work environments which facilitate employee 
engagement. The third is the possible relationship between the characteristics that 
influence creative behaviours and the characteristics that influence employee 
engagement.  Review of the literature in each area has indicated that there are both 
ambiguities as well as gaps in the published research, which informs the 
development of research questions.    
This chapter is organised as follows. Section 2.2 summarises the influence of 
work environments on creative behaviours.  Section 2.3 describes the influence of 
work environments on employee engagement. Section 2.4 explores environments 
that promote creative behaviours and employee engagement.  Section 2.5 presents 
the conceptual model framing the study.  Gaps in the literature are summarised in 
section 2.6.  Section 2.7 draws together the findings from the literature review and 
specifies the research questions.   
2.2    INFLUENCE OF WORK ENVIRONMENT ON CREATIVE 
BEHAVIOURS  
Work environments are the starting point for this study.  Work environments 
are initially defined in terms of those contextual characteristics that influence 
creative behaviours in an organisation such as characteristics of the job, work setting, 
and relationships with co-workers and supervisors (Shalley et al., 2004).  Dul and 
Ceylan (2011) describe the work environment as comprising two groupings of 
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contextual characteristics including the social-organisational work environment 
characteristics and the physical environment characteristics.  The social-
organisational aspect is defined as including the employee’s social and organisational 
context including job design and leadership style with the physical environment 
relating to the immediate workplace and surrounding buildings (Dul & Ceylan, 
2011).  Most empirical studies have focussed on the first grouping related to the 
social – organisational impact on employee creativity which is also discussed using 
language such as the psychological aspect of the work environment.  Work 
environments have been recognised as an important influence on the generation of 
new and useful ideas, as noted by  Amabile, Conti, Coon, Lazenby, and Herron 
(1996).    
Creative behaviours aim to achieve the initiation and intentional introduction 
(within a work role, group or organisation) of new and useful ideas, processes 
products or procedures (Scott & Bruce, 1994).  Creative behaviours focus on the 
initial phases of the innovation process, that is, the idea generation, exploration stage 
to the exclusion of the implementation stages (Kanter, 1988; Shalley et al., 2004).   
There has been less research attention directed towards the start of the creative 
process (Unsworth & Clegg, 2010) than to the end of the process.  Examples of 
creative behaviours include searching out new technologies, suggesting new ways to 
achieve objectives (Yuan & Woodman, 2010), help seeking, help giving and 
reflective framing behaviours (Hargadon & Bechky, 2006).  There are few examples 
of what creative behaviours look like within the literature.  The results of creative 
behaviours could range from suggestions for incremental adaptations in procedures 
to radical, major breakthroughs in the development of new products (Mumford & 
Gustafson, 1988). Of importance in understanding creative behaviours is ‘intent’ 
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(Ford, 1996), that is, an employee’s intentional introduction or application of new 
and novel ideas, products, processes and procedures (Amabile, 1996).  It is also 
important to note that these behaviours result from the complex interaction between 
person and situation (Amabile et al., 1996; Woodman, Sawyer, & Griffin, 1993).  
Extending this argument further, Shalley et al. (2004) argue that to more fully 
understand creative behaviours that it is necessary to consider both interactions 
between personal and contextual characteristics in the work environment and 
interactions among different characteristics.  An overview of descriptions of creative 
behaviours from within the current literature, are provided in Table 2.1 below.      
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Table 2.1:  Definitions of creative behaviours 
Author Definition Summary 
Woodman et al., 
(1993) 
Creative behaviours are the result of two categories of work environment 
inputs:  inputs beyond the characteristics of the individual people involved in 
doing the work. 1:  Group characteristics are the norms, group cohesiveness, 
size, roles, task characteristics, and problem solving approaches used in the 
group. 2: Organisational characteristics consist of organisational culture, 
resources, reward, strategy and structure, and focus on technology.  
Scott & Bruce 
(1994) 
Individual behaviours that aim to achieve the initiation and intentional 
introduction (within a work role, group or organisation) of new and useful 
ideas, processes products or procedures 
Amabile et al., 
(1996) 
The psychological meaning of environmental that largely influences creative 
behaviour. 
Isaksen et al., 
(2001) 
How managers behave influences how others behave and, therefore the 
climate for creativity and change. 
Janssen (2003) 
 
Pushing new ideas for change.  Creative behaviours involve the intentional 
generation and promotion of new ideas within a work role, work group or 
organisation in order to benefit role performance, the group or the 
organisation.  New ideas could have an impact on theories, practices or 
products across the whole organisation to smaller scale ideas related to 
improvements in daily work processes and work designs.   
Hargadon & 
Bechky (2006) 
The comprehension of a problematic situation and the generation of creative 
solutions drawn from and reframed from the participant’s past experience in a 
way which leads to new and valuable insights. 
De Jong & Hartog 
(2007) 
The process of exploring and generating ideas including:  idea exploration, 
looking for ways to improve current products, services or processes or 
investigating alternative ways.  The generation of ideas may relate to new 
products, services or processes, the entry into new markets, improvements in 
current work processes, or in general terms, solutions to identified problems  
The key to idea generation appears to be the combination and reorganisation 
of information and existing concepts to solve problems or to improve 
performance. Good idea generators approach problems or performance gaps 
from a different angle.  
Unsworth & Clegg 
(2010) 
Creative behaviours are designed to generate new ideas and processes, 
products and or services regardless of the ultimate success of these new 
phenomena.  Creativity is a process that is both intentional and deliberately 
undertaken.  
 
 
With consideration for these different descriptions, creative behaviours are 
simply defined as intentional behaviours focussed on the generation of new ideas.  
They are generated as a part of a process focussed on a creative output and are 
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influenced by group and organisational characteristics.  They may emerge in 
response to challenging work, openness to new ideas and an experimental mindset.   
Creative behaviours come from employees as well as their managers.  The 
behaviour of leaders has been identified as a characteristic that directly influences an 
employee’s creative behaviour (Amabile, Schatzel, Moneta, & Kramer, 2004; De 
Jong & Den Hartog, 2007; Yukl, 2002).  Further, De Jong and Den Hartog (2007) 
have observed that despite the importance of leaders’ behaviours motivating 
individual innovation, that little integration of leadership and innovation research 
was found.  The terms management and leadership are sometimes used 
interchangeably in the literature with De Jong and Den Hartog (2007) describing 
leadership as the process for influencing others towards achieving some kind of 
desired outcome.  This definition will be adopted for this study and will be applied 
for the meaning of management as well.   
Work environments that foster creative behaviours are not well defined, 
although research alludes to various contributing factors.  Major contributions have 
come from Amabile et al. (1996) their work on the KEYS model for measuring the 
contributors and obstacles to a creative behaviours. Contributors include 
management encouragement for creative behaviours and provision of autonomy 
while obstacles include limited resources and organisational impediments.  This 
early model developed at the end of the last century presents a comprehensive view 
in terms of characteristics and their influence within the work environment,  and was 
based largely upon empirical research undertaken within research and development 
(R&D) environments.  The survey instrument resulting from their study 
demonstrated a capacity to discriminate between high and low creativity projects.   
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Later research into creative behaviours built on the early conceptual work of 
Woodman et al. (1993)  who considered the relationship between individuals and 
groups.  They developed an interactional perspective of the complex social systems 
influencing organisations, groups and individuals, and while not based on an 
empirical study, provided an understanding of the many levels of characteristics at 
play within an organisation.  Later, Dul and Ceylan (2011) considered influences 
within a work environment to have personal, social-organisational and physical 
factors associated with them.  This model is perceived to be more comprehensive or 
inclusive in understanding the diverse nature of a work environment.   
An overview of key models, how they were developed and their contributions 
and limitations in historical order is provided below in Table 2.2, with a more 
comprehensive list provided in Appendix A.   It is noted that some of these studies 
include reference to individual specific characteristics, which are outside the scope of 
this study with its direct focus on the work environment.  Overall, each study adds a 
different lens through which to view a work environment within an organisation and 
how it influences creative behaviours. 
Table 2.2 Summary by author of major contributions to creative behaviours 
Author/Year/ 
Model Name 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major 
criticisms 
Woodman et 
al. 
(1993) 
 
Conceptual 
Developed an 
organisational 
model to 
understand 
creativity in 
organisations. 
Determined that 
creative behaviours 
were the functions 
of two work 
environment inputs 
including group and 
organisational 
characteristics. 
An interactional 
perspective of the 
complex social 
systems 
influencing 
organisations 
Was a theoretical 
model only 
Scott & Bruce 
(1994) 
 
Empirical 
Hypothesised 
that leadership, 
individual 
problem solving 
styles and work 
group relations 
Integrated a number 
of research streams 
on the antecedents 
of creative 
behaviours to 
develop a model of 
Attempts to model 
a complex 
phenomenon. 
 
Provided some 
understanding of 
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Author/Year/ 
Model Name 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major 
criticisms 
affect innovative 
behaviour 
directly and 
indirectly 
through their 
influence on 
perceptions of 
the climate for 
innovation. 
 
individual 
innovative 
behaviour which 
was tested using 
structural equation 
modelling. 
the complex 
relationships 
between causal 
paths and a number 
of antecedents. 
 
Found that task 
type moderated the 
relationship 
between leader role 
expectations and 
innovative 
behaviour. 
Amabile et al., 
(1996) 
 
Empirical 
Developed tool 
for measuring 
individual 
perceptions of 
team 
environments 
called KEYS – 
(formerly) Work 
Environment 
Inventory Tool 
Survey. 
(Developed by 
Amabile and 
Gryskiewicz, 
1989)  
Highlighted the 
stimulants and 
obstacles to 
creative work 
environments. 
From a review of 
previous research 
together with a 
critical incident 
study of 120 
scientists and 
technicians in a 
research and 
development 
environment who 
were asked to 
describe a high and 
low creativity event. 
Able to 
discriminate 
between high and 
low creativity 
projects. 
 
66 Work 
environment items. 
Authors wanted to 
tap all potential 
work environment 
dimensions that 
might serve as 
creative influences. 
Conceptual 
categories include:  
Encouragement or 
creativity, 
Autonomy or 
Freedom, 
Resources, 
pressures and 
organisational 
impediments to 
creativity.  Some 
actors are 
hypothesised to be 
positive (i.e., 
stimulants) – while 
others negative 
(obstacles). 
Findings may not 
be generalisable 
outside of a 
Research and 
Development 
work context. 
Janssen (2000) 
 
Empirical 
 
 
Building on 
person-
environment fit 
theory and social 
exchange theory, 
the relationship 
between job 
demands and 
innovative work 
behaviour was 
assumed to be 
The interaction of 
job demands and 
perceptions of 
effort-reward 
fairness was tested 
among 170 non-
management 
employees from a 
Dutch industrial 
organisation in the 
food sector 
Results 
demonstrated a 
positive 
relationship 
between job 
demands and 
innovative work 
behaviour when 
employees 
perceived effort-
reward fairness 
The correlation 
evidence found 
does not 
necessarily 
reflect the 
causality as 
proposed in the 
model. The 
direction of the 
relationship 
between job 
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Author/Year/ 
Model Name 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major 
criticisms 
moderated by 
farness 
perceptions of 
the ratio between 
effort spent and 
reward received 
at work 
 
rather than under-
reward fairness. 
demands and 
IWB is unclear 
and may well be 
bi-directional 
Amabile et al., 
(2004) 
 
Empirical 
Investigation of 
leader 
behaviours 
related to 
perceive leader 
support  
encompassing 
both 
instrumental and 
socioemotional 
support. 
Two qualitative 
analyses were 
conducted on daily 
diary narratives 
written by 
subordinates. 
Both effective and 
ineffective forms 
of leader behaviour 
were identified. 
Also revealed were 
subordinate 
perceptual and 
affective reactions 
to perceptions of 
leader support. 
Negative and 
positive spirals of 
leader behaviour 
were also identified 
as were the impact 
on subordinate 
reactions and 
creativity 
Causality cannot 
besupported. 
Also the 
unconstrained 
nature of the 
diary narratives, 
though likely 
reducing 
response bias,  
had the 
significant 
disadvantage of 
yielding sparse 
data 
Ramamoorthy, 
Flood, Slattery 
& Sardessai 
(2005) 
 
Empirical 
Relationship 
between org. 
processes, 
psychological 
contract, job 
autonomy and 
innovative work 
behaviours 
 
Developed and 
tested a causal 
model to predict 
innovative work 
behaviour, 
integrating the 
literature on 
psychological 
contract, job design 
and organisational 
justice from a study 
involving data 
collection via 
questionnaire from 
240 blue-collar 
employees from 
Irish manufacturing 
organisation 
Perceived 
obligation to 
innovate, job 
autonomy and pay 
showed direct 
effects on 
innovative work 
behaviour.  Pay 
and job autonomy 
had indirect 
effective on 
innovative work 
behaviour (IWB).  
Organisational 
processes of 
meritocracy, equity 
perceptions and 
procedural justice 
perceptions 
influenced IWB 
through mediating 
variables of 
psychological 
contract. 
Focus of study 
was on blue 
collar workers 
only. 
Study 
undertaken in 
one national 
cultural setting 
only, i.e., Ireland 
Hargadon & 
Bechky (2006) 
 
Empirical 
Introduces a 
model of 
collective 
creativity 
showing how the 
Qualitative research 
in professional 
services firms 
including 
observations, 
Deeper 
understanding of a 
problematic 
situation and how 
the past experience 
Findings may not 
be generalisable 
beyond 
professional 
services firms 
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Author/Year/ 
Model Name 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major 
criticisms 
locus of 
creativity comes 
from the 
interaction of the 
group and not 
just from the 
individual.  
Model has 4 
types of 
behaviours:  help 
seeking, help 
giving, reflective 
reframing and 
reinforcing. 
interviews, informal 
conversations and 
archival gathering.  
of participants is 
reframed to 
provide new and 
valuable insights.  
Highlights the 
importance of the 
social context and 
of developing 
interactive 
approaches to 
creativity.   
 
De Jong & 
Den Hartog 
(2007) 
 
Empirical 
Found 13 
leadership 
behaviours 
which support 
innovative 
behaviours. 
These 
behaviours 
include both 
deliberate 
actions as well as 
more general 
daily behaviours 
Combination of 
literature review and 
in-depth 
interviewing carried 
out in a knowledge 
intensive service 
firm, e.g., 
consultants, 
researchers and 
engineers. 
Innovative 
behaviours from 
leaders that 
stimulate creative 
behaviours had 
received little 
research attention.  
Study confined 
to qualitative 
techniques. Not 
clear which 
behaviours are 
most relevant. 
 
Study only 
focussed on 
leaders in 
knowledge 
intensive firms. 
 
Did not consider 
contingency 
factors such as a 
supportive work 
climate and 
external work 
contacts as 
antecedents  of 
idea generation 
and application. 
 
Isaksen & 
Ekvall (2010) 
 
Conceptual 
Discusses two 
forms of tension 
and how this 
impacts on the 
organisational 
climate for 
creativity. 
Mentioned three 
types of conflict: 
task, process and 
relationships 
conflict. 
Examined previous 
studies that had 
investigated debate 
and conflict to 
develop a 
framework for 
understanding the 
interactions between 
these dimensions. 
Highlights how 
creativity involves 
tension and that no 
organisation is 
tension free. 
Proposes that 
higher levels of 
debate together 
with lower levels 
of conflict are more 
conducive to 
organisational 
creativity and 
innovation 
Model does not 
test/measure the 
causal 
relationships 
between the two 
dimensions. 
Yuan & 
Woodman 
Found that 
expectations for 
Surveyed 425 full-
time employees and 
First study to look 
at how expected 
Cross sectional 
research design 
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Author/Year/ 
Model Name 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major 
criticisms 
(2010) 
 
Empirical 
potential 
performance and 
image 
consequences 
significantly 
affected 
employee 
innovativeness 
after controlling 
for intrinsic 
interest and 
capabilities. 
Brought together 
two theoretical 
perspectives i.e.,  
the efficiency 
oriented and 
social-political 
perspective. 
their 96 direct 
supervisors from 4 
US companies in 
several different 
industries 
(information 
technology, 
computer service 
development, 
furniture design & 
manufacturing and 
chemical instrument 
development and 
manufacturing. 
outcomes of 
innovative 
behaviour impacted 
on innovative 
outcomes. 
Findings suggest 
organisation 
support and job 
requirements as 
two areas to focus 
on to reduce the 
image risks 
associated with 
innovative 
behaviour. 
Recommend 
companies take 
steps to break 
psychological 
comfort employees 
have with status 
quo. 
limited ability to 
determine 
causality. 
Unsworth & 
Clegg (2010) 
 
Empirical 
Developed a 
model of 
engagement in 
creative action 
which 
considered 
general work 
motivation, task 
requirements and 
organisational 
culture.  
Qualitative study. 
Respondents were 
from four teams in 
two large aerospace 
organisations.  
Participants were 
design engineers, 
development 
engineers, other 
engineers and 
engineering clerks 
across varying 
hierarchical levels. 
Used semi-
structured 
interviews with 65 
engineers to explore 
factors and 
processes that lead 
to creative 
outcomes. Also non-
participant 
observations and 
informal 
discussions. 
Found that general 
work motivation, 
creativity 
requirements, 
cultural support for 
creativity, time 
resources and 
autonomy were all 
used as cues in 
deciding whether 
undertaking 
creative action 
would be 
worthwhile via 
judgmental 
processes of 
expectancy and 
instrumentality.   
Findings may not 
be generalisable 
in non-
engineering 
contexts 
Dul & Ceynan 
(2011) 
 
Empirical 
Developed a 
conceptual 
framework for  
Examined the 
relationship 
between the 
creative person 
and performance 
Instrument 
developed and 
applied to sample of  
409 Dutch 
employees in 49 
companies  
confirming the 
hypothesis that 
Considered 
influences on a 
work environment 
to have personal, 
social-
organisational and 
physical factors 
Findings may not 
be generalisable 
in other cultural 
contexts 
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Author/Year/ 
Model Name 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major 
criticisms 
creative work 
environments 
support creative 
performance 
Callagher, 
Hutchison & 
Cumin 
(2015) 
 
Empirical 
Tested the 
innovative work 
behaviours 
(IWB) construct 
to determine its 
suitability for 
senior executives 
Conducted 23 
interviews with 
senior executives 
and their direct 
reports at 4 
organisations 
recognised for 
ongoing innovation.  
Identified two sets 
of senior manager 
executive 
behaviours  - with 
one set matching 
existing IWBs 
commonly 
associated with 
idea generation, 
idea exploration, 
idea championing 
and idea 
implementation. 
The other set was 
around setting the 
environment – 
which was not 
generally discussed 
in the literature 
Study was 
exploratory in 
focus and 
therefore 
generalisablity of 
findings is not 
claimed. 
 
Although firms 
were selected for 
their on-going 
innovation – 
there was no 
performance data 
about the 
individuals or the 
organisations. 
Santos, 
Uitdewilligen 
& Passos 
(2015) 
 
Empirical 
Importance of 
shared mental 
models for 
creativity and 
team 
effectiveness 
 
 
Developed a model 
of intra-group 
conflict which was 
tested in 161 teams 
across 735 people.  
Teams were 
composed of 
workers and 
university students. 
Proposition: 
Members need to 
have shared 
understanding 
regarding task 
outcomes and team 
interaction. 
Shared mental 
models are related 
to low intra-group 
conflict 
Identified the 
different types of 
conflict 
Developed an 
interesting scale for 
understanding 
mental models 
 
Use of a 
simulation is an 
artificial scenario 
which has 
implications for 
the external 
validity of 
findings. 
Types of workers 
not identified 
Sia & Appu 
(2015) 
 
Empirical 
Examined how 
task complexity 
and work 
autonomy (in 
different forms) 
contributed to 
workplace 
creativity. 
 
Found that 
autonomy plays 
an important role 
in generating 
employees’ 
creative ideas 
and performance. 
Study undertaken 
with 304 IT 
professionals in 13 
companies.  Data 
collected via 
questionnaires. 
 
Used existing scales 
to measure each 
construct. 
 
Considered three 
type of autonomy: 
work task 
autonomy, work 
schedule autonomy 
and work criteria 
Task complexity 
moderately impacts 
on work criteria as 
well as work 
schedule autonomy 
with workplace 
creativity 
 
Survey 
conducted in IT 
organisation and 
may not be 
generalisable to 
other industries. 
 
Study possibly 
only undertaken 
in Indian cultural 
context. 
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With consideration for the existing literature, a number of themes emerge as 
important in understanding the relationship between work environments and creative 
behaviours.  A simple explanation of a work environment that fosters creative 
behaviours is one that supports the generation of new ideas (Amabile & 
Gryskiewicz, 1989).  However, a work environment is a multi-faceted context that 
can be difficult to assess because of its complexity (Amabile & Mueller, 2008).  This 
context includes a combination of factors operating at multiple levels in the 
organisation from individual employee characteristics to team dynamics, and 
includes the broader culture and climate of the organisation.  The physical work 
environment has also been identified as influencing creativity in the workplace 
although to a lesser extent than the social-organisational work environment (Dul & 
Ceylan, 2011).   
Several characteristics and mechanisms that distinguish a creative from a less 
than creative work environment have been identified. These include but are not 
limited to: the behaviour of the manager (Abbey & Dickson, 1983; Dewett, 2004; 
Isaksen & Akkermans, 2011; Mumford, 2000); the design of work (Amabile & 
Gryskiewicz, 1987; Hackman & Oldham, 1987); provision of time for creativity 
(Amabile & Gryskiewicz, 1987; Amabile et al 1996; Amabile, Hadley, & Kramer, 
2002; Hennesey & Amabile, 2010; Shalley & Gilson, 2004;); attitude to risk 
(Dewett, 2004); existence of positive versus negative tensions; existence and 
management of different types of conflict (Isaksen, Lauer, Ekvall, & Britz, 2001; 
Jehn 1995; Pelled, 1996; Shalley & Gilson, 2004); extent of collaboration within and 
across teams (King & Anderson, 1990; Perry-Smith, 2006; Taylor & Greve, 2006; 
Thompson & Choi 2005); level of participation in decision making (Tjosvold, 1982; 
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Woodman, Sawyer, & Griffin, 1993); existence of an effective process for creativity 
management (Amabile, 1988; Smith, Busi, & Van Der Meere, 2008); and positive 
social relationships (Abbey & Dickson, 1983).   
Workplace characteristics can be grouped into four general areas: 1) 
leadership/management behaviours; 2) team climate, social interactions and norms; 
3) communication and collaboration processes; and 4) the design of work and jobs.  
While there may be some overlap between these groupings, such as manager 
behaviours influencing team climate, they are a convenient way to discuss the 
different themes in the literature.  In the discussion that follows, the research 
describing the different mechanisms that are present in each of these thematic areas 
is briefly summarised.   
2.2.1 Influence of leader behaviour on creative behaviours 
Existing research confirms that the nature and behaviours of the leader can 
have a significant impact on the behaviours of their team members (Andriopoulos, 
2001; Isaksen & Akkermans, 2011; Jung, 2001; Mumford, 2000; Oldham & 
Cummings, 1996; Scott & Bruce, 1994; Smith, Busi, Ball, & Van Der Meer, 2008). 
Leader behaviours influencing creative behaviours include communication and 
participative goal setting (Locke & Latham, 2002).  Other behaviours include 
helping team members find novel ways of achieving work goals, providing coaching 
and development oriented feedback and the modelling of creative behaviours (Shuck 
& Herd, 2012).  Managers who explored, and accepted their employees’ arguments 
facilitated their displaying more curiosity (Tjosvold, 1982).  In overview, leaders   
communicated the importance of creative behaviour, their expectations of it, and 
then modelled the behaviours to facilitate creativity.  Additionally, it is noted that 
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leaders provide training if they feel that an employee is capable of performing a 
behaviour that will facilitate creativity and is currently not doing it (Shalley & 
Gilson, 2004).  Leaders can also encourage employees to seek training outside of 
work and even to pursue higher educational degrees with the expectation that their 
work will benefit from this increased knowledge base (Shalley & Gilson, 2004). 
To a large extent, a leader’s behaviour predicts the climate for innovation 
within the organisation (Scott & Bruce, 1994).  Of particular interest is the type of 
interactions undertaken, with higher levels of interaction between a leader and their 
subordinates (referred to as Leader Member Exchange, or LMX), resulting in a 
higher perceived climate for innovation (Tierney, Farmer, & Graen, 1999).  
Feedback from the team leader is also an important element of communication.  
Higher levels of creativity are reported to result from leader feedback that has a 
development orientation, that provides employees with helpful information to 
develop their skills (Zhou & George, 2003).  Just as there are many different types of 
leader behaviours that can encourage creative behaviours in the workplace, the 
absence of some behaviours may limit or even obstruct creativity.  For example, the 
absence of an obvious interest in new ideas may limit creative behaviours. From the 
opposite perspective too much enthusiasm or direction can be perceived to be micro-
managing (Shalley & Perry-Smith, 2001; Zhou & Oldham, 2001).  Attention is now 
focussed on characteristics other than leader behaviours, which influence team 
climate, which in turn influence the work environment and creative behaviours. 
2.2.2 Influence of team climate on creative behaviours 
Team climate is the reflection of the organisational climate and culture at the 
level of the team.  As such, it manifests in the recurring patterns of behaviour, 
 Chapter 2: Literature Review 25 
attitudes, and feelings that characterise life in the organisation.  At the level of the 
individual employee, these patterns of behaviour can be analysed through the 
concept of psychological climate (Isaksen, Lauer, Ekvall, & Britz, 2001). This 
psychological climate also exists at a team level and includes leader behaviours, 
reflecting the multi-layered nature of the concept.   
A number of studies have sought to identify the climate and cultural 
dimensions that contribute to a work environment that fosters creative behaviours 
(Mumford, Scott, Gaddis, & Strange, 2002).  These studies have identified a 
consistent set of interactional dimensions including:  risk taking, freedom, work 
challenge, openness, trust, support, intellectual orientation, intrinsic involvement, 
and activity or experimentation (Amabile et al., 1996; Amabile & Gryskiewicz, 
1989; Ekvall & Ryhammar, 1999; Isaksen et al., 2001; Mumford & Gustafson, 
1988).  These dimensions can be identified within the individual employee, the work 
itself, or team norms, again highlighting the complexity of the notion.  As 
mentioned, it is the interaction of these dimensions that creates the team climate, 
which can either facilitate or block creative behaviours in team members. 
One of the characteristics identified as important to creative behaviours is 
psychological safety, which describes people’s perceptions about how others in their 
group will respond when they speak up to report mistakes, offer opinions, or propose 
new ideas (Edmondson & Lei, 2014).  Edmondson and Mogelof (2006) proposed 
that psychological safety is crucial for creativity in organisations because creativity 
involves so much risk-taking, experimentation and frequent failure.  The social 
psychology of creativity has received the greatest volume of work and has generated 
the most significant application in terms of work environments facilitating creative 
behaviours (Hennessey & Amabile, 2010).  This research has focussed primarily on 
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the impact of the social environment on the work environment (generally as created 
by leaders or managers) and on the creativity of individuals, groups or entire 
organisations (Hennessey & Amabile, 2010). 
A work environment which encourages risk taking and in which a person will 
not be harshly judged or ridiculed for failure (De Dreu & West, 2001),  is important 
for encouraging creative behaviours (Abbey & Dickson, 1983; Edmondson & 
Mogelof, 2006; Shalley & Gilson, 2004).  This is because new product and process 
development requires employees to try and potentially fail (Shalley & Gilson, 2004).  
If employees know that creativity is valued they are also more likely to experiment 
and to seek input from others (Abbey & Dickson, 1983).  Research findings indicate 
that when people generate open and ongoing contact with external others, from 
different or multiple sources, creativity in the workplace is enhanced (Ancona & 
Caldwell, 1992; Dougherty & Hardy, 1996).  In summary, risk taking is not only 
supported by but also actively role modelled by management (Shalley & Gilson, 
2004). 
In addition to risk management, task controversy or conflict has also been 
identified as a key element within a work environment which could encourage 
creative behaviours (Jehn, 1995; Pelled, 1996; Shalley & Gilson, 2004).  In 
organisations, different types of conflict include task conflict, process conflict and 
relationship conflict. They influence creative behaviours in different ways (Isaksen 
& Ekvall, 2010).  While some types of conflict such as relationship conflict can be 
damaging to creative behaviours, the stimulating impact of productive idea tension 
has a positive influence (Isaksen & Ekvall, 2010).   In overview, team climate is a 
complex concept with many interacting variables related to behaviours, feelings, 
perceptions and processes, which are often directly influenced by the manager of the 
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team.  Attention is now directed to characteristics of the work environment related to 
processes. 
2.2.3 Influence of processes on creative behaviours 
Processes influence the way that work is done and may influence creative 
behaviours.  There are few attempts to define these processes adequately, with most 
definitions making reference to the achievement of objectives such as enhanced 
efficiency, quality or cost savings to achieve improvements in aspects of production 
(Lindsay, Downs, & Lunn, 2003).  For this study, a broad approach to organisational 
processes is considered to match different aspects of the literature in three areas.  
These areas include: work processes that structure the way work is delivered; human 
resources processes related to the management of staff and communication 
processes.  Work processes influence if and when employees interact with each other 
in the conduct of their job. Hargadon and Bechky (2006) have shown that creativity 
comes from interactions within a group and not just from the individual.  This 
interaction is more effective when all group members are focussed on the same task 
(Metiu & Rothbard, 2013).  There are studies in which creativity is defined as a 
process rather than as an outcome (Drazin, Glynn, & Kazanjian, 1999; Unsworth & 
Clegg, 2010).  As discussed by Amabile and Gryskiewski (1989), some processes 
can support or inhibit creative behaviours in the workplace.  For example, a lack of 
perceived fairness in human resource processes can be an obstacle to creative 
behaviours (Ramamoorthy, Flood, Slattery, & Sardessai, 2005), with employees 
possibly withdrawing from actively contributing as originally highlighted by Kahn 
(1990).  Communication is important in promoting creative behaviours and can exist 
formally through meeting processes and informally in the workplace.  Monge, 
Cozzens, and Contractor (1992).  Within-group communication was found to be 
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positively related to the generation of innovative ideas (Monge et al., 1992).  
Similarly, between-group communications have been identified as important, with 
Andrews and Smith (1996) contending that interactions with other functional areas 
enhanced the creativity of marketing campaigns.  Indeed, constant interacting with 
diverse others has been referred to in the literature on creativity as a necessary 
precondition for creative performance (Amabile, 1988; Harvey & Kou, 2013; Kanter, 
1983; Woodman et al., 1993).   
In summary, this third group of characteristics is referred to as processes.  
Processes can influence team climate as discussed in the previous section.  The final 
group of factors considered relevant to the current investigation into a work 
environment that fosters creative behaviours relates to the design of each of the jobs 
within the team structure. 
2.2.4 Influence of job design on creative behaviours 
There are several mechanisms of interest within the area of work or job design.  
Mechanisms mentioned within the literature include the complexity or challenges 
inherent within the job itself, the autonomy accorded to the incumbent to make 
decisions and plan their work, and resource availability.  Each of these areas is 
discussed below. 
The importance of the design of a ‘good job’ and its resulting impact on 
motivation was highlighted by Hackman and Oldham (1974) in the development of 
their job characteristics model.  A ‘good job’ was characterised by task identity, task 
significance, the use of a variety of skills and the capacity for the job to provide 
feedback.  The complexity of the job combined with how demanding the job was 
influenced the potential for the employee to engage in creative behaviours which 
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subsequently impacted on their creative performance (Dul & Ceylan, 2011).  
Additionally, the importance of providing the job incumbent with autonomy in 
decision making about how they undertook the role was identified.   Evidence 
abounds for the importance of autonomy to employees (Gagné & Bhave, 2011), with 
support for the provision of adequate autonomy promoting creative behaviours 
provided by Amabile et al. (1996), Ramamoorthy et al. (2005) and Sia and Appu 
(2015).   
Shalley and Gilson (2004, p. 37) have observed that “when jobs are complex 
and demanding, that is, high on challenge, autonomy, and complexity, individuals 
are more likely to focus all of their attention and effort on their jobs, making them 
more persistent and more likely to consider different alternatives, which should result 
in creative outcomes”.  This is a view supported more recently by Pink (2011), who 
highlighted the importance of autonomy, (i.e., control over work), mastery, (i.e., the 
capacity for a person to get better at what they do) and purpose, (i.e., an alignment 
with a broader objective) as key motivators driving behaviour within a role. 
Access to resources also has an impact on creative behaviours.  These 
resources include time, money, access to information, and access to people (Amabile 
& Gryskiewicz, 1989).  One factor frequently mentioned as necessary for promoting 
creativity is having sufficient time to think creatively, explore different perspectives, 
and to play with ideas, (Amabile & Gryskiewicz, 1987).  Managers have a complex 
role in striking the right balance between providing employees enough time to be 
creative but not so much time that they are bored and no longer motivated to perform 
their jobs (Shalley & Gilson, 2004).  Similarly there is a need to strike the right 
balance with regard to the provision of resources to support creativity.    
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Csikszentmihalyi (1997) suggests that resources can make individuals too 
comfortable, which can have a deadening effect on creativity. 
The design of work is therefore most usefully seen as multi-dimensional, with 
a number of conditions to be met for the design of the job itself to have the necessary 
preconditions to inspire creative behaviours.  For a more detailed list of the literature 
relating to leadership behaviours, team climate, the design of work, and to 
communication and collaboration processes, refer to Table 2.3.  In overview, 
previous research into creative behaviours has been undertaken in professional 
service, construction, manufacturing, information technology, computer service 
development, aerospace, furniture design, and chemical instrument development 
firms  across job roles including scientists, researchers, technicians, engineers, 
university students, clerks  and blue collar workers in the US, Holland, Ireland, 
Switzerland.  The list includes both empirical and conceptual research.  A more 
detailed summary of the literature is provided in Appendix A. 
Table 2.3 Themes and authors for characteristics within a work environment that supports creative 
behaviours 
Themes Authors 
Leadership behaviour 
Goal setting related to creative outcomes 
 
Amabile & Grysckiewicz, 1989; Dul & Ceylan, 2011; 
Hennesey & Amabile, 2010; Locke & Latham, 2002; 
Shalley, 2008; Shalley 1995; Shuck & Herd, 2012 
Feedback, recognition and positive 
guidance, positive interactions with staff 
Abbey & Dickson, 1983; Amabile & Grysckiewicz, 
1989; Anderson & West, 1998; De Jong & Den Hartog, 
2007; Dewett, 2004; Dul & Ceylan, 2011; Gilley, 
Shelton & Gilley 2011; Kaufmann & Vosberg, 1997; 
Isaksen & Akkermans, 2011; Mumford, 2000; Scott & 
Bruce, 1994; Tierney, Farmer & Graen, 1999 
Modelling creative behaviours including 
curiosity 
Amabile et al., 1996; Shalley & Gilson, 2004 
Tjosvold, 1982 
Team climate 
Social environment Amabile & Gryskiewciz, 1989; Hennessey & Amabile, 
2010; Isaksen & Ekvall, 2010 
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Themes Authors 
Psychological safety Amabile & Gryskiewciz, 1989; Anderson & West, 
1998; Edmondson and Mogelof, 2006: Hennessy & 
Amabile, 2010; Isaksen & Ekvall, 2010 
Attitude to risk Abbey & Dickson, 1983; Dewett, 2004; De Dreu & 
West, 2001; Edmondson & Mogelhof, 2006; 
Hennessey & Amabile, 2010; Shalley & Gilson, 2004 
Group norms of encouragement of 
experimentation, tolerance for failure 
and playfulness 
Amabile et al  1996; Amabile & Gryskiewicz, 1989; 
Anderson & West, 1998; Isaksen & Akkermans, 2011; 
Isaksen et al., 2001; Isaksen & Ekvall, 2010; Mumford 
& Gustafson, 1988 
Openness, Trust Abbey & Dickson, 1983; Amabile & Gryskiewciz, 
1989; Anderson & West, 1998; Dewett, 2004; De Dreu 
& West, 2001; Edmondson & Mogelhof, 2006; 
Hennessey & Amabile, 2010; Mumford et al., 2002;  
Shalley & Gilson, 2004; Witt & Boerkrem, 1989  
Extent of collaboration within and across 
teams. 
Abbey & Dickson, 1983; King & Anderson, 1990; 
Perry-Smith, 2006; Taylor & Greve, 2006; Thompson 
& Choi, 2005 
Learning environment Pink, 2001; Shuck et al., 2001b; Sonnentag, 2003 
Conflict:  Existence of positive versus 
negative tensions, existence and 
management of different types of 
conflict 
Specifically - Task controversy or 
conflict 
Constructive controversy leads to better 
quality decision 
Isaksen, Lauer, Ekvall, & Britz, 2001; Jehn 1995; 
Pelled, 1996; Shalley & Gilson, 2004 
 
Jehn, 1995, Pelled, 1996; Santos et al. 2015; Shalley & 
Gilson, 2004 
 
Tjosvold, 1982 
Processes 
Communication, including group 
communication and communication with 
other groups 
Amabile & Gryskiewciz, 1989; Anderson & West, 
1998; Andrews & Smith, 1996; Monge et al. 1992 
Interaction with and collaboration with 
other areas 
Amabile & Gryskiewciz, 1989; Ancona & Caldwell, 
1992; Dougherty & Hardy, 1996 
Perception of fairness in organisational 
processes 
Ramamoorthy et al., 2005 
Job / Factors 
Job complexity and challenge Amabile et al 1996; Amabile & Grysckiewicz, 1989; 
Christian, Garza, & Slaughter,2011; Dul & Ceylan, 
2011; Shalley & Gilson, 2004; Witt & Boerkrem, 1989 
Autonomy 
 
Amabile & Gryskiewicz, 1989; Amabile et al., 1996; 
Dul & Ceylan, 2011; Ekvall & Ryhammar, 1999; 
Gagne & Bhave, 2011; Ludwig & Frazer, 2012; 
Hackman & Oldham, 1976; Isaksen & Ekvall, 2010; 
Isaksen et al., 2001; Mumford & Gustafson, 1988; Pink 
2011, Ramamoorthy et al., 2005; Sia & App, 2015  
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Themes Authors 
Sufficient time for creativity Amabile & Gryskiewicz, 1987; Amabile & 
Gryskiewicz 1989; Amabile et al., 1996;  2002; 
Csikszentmihalyi, 1997; Dul & Ceylan, 2011; 
Hennesey & Amabile, 2010; Shalley & Gilson, 2004 
‘Being busy’ or fully occupied Brown, 1996; Csikszentmihalyi, 1990; Hackman & 
Oldham, 1976 
Physical environment Amabile et al., 1996; Dul & Ceylan, 2011; Shalley & 
Gilson, 2004; Woodman et al., 1993 
Organisational culture Hartmann, 2006; Smith et al., 2008; Woodman, 
Sawyer, & Griffith, 1993  
 
Attention is now directed to the influence of the physical work environment on 
creative behaviours.  
2.2.5 Influence of physical environment on creative behaviours 
The physical workplace and surrounding buildings have been identified as 
having an influence on creative behaviours, with the environment providing both 
stimulus and obstacles to creative behaviours (Amabile et al., 1996, Dul & Ceynan, 
2011, Woodman et al., 1993).  While the principal focus of the study was on the 
organisational design and social processes within a team work environment, 
consideration was also directed to the physical environment and supporting technical 
infrastructure, particularly when teams operated across different physical locations.  
Shalley and Gilson (2004) have proposed that further research in this area would be 
of value.    
2.2.6 Relationships between characteristics influencing creative behaviours 
As mentioned, the characteristics that exist within a work environment have 
been identified in the literature within four main categories these being 
characteristics related to leader behaviour, team climate, communication and 
collaboration processes and job design.  These identified categories interact, as do 
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the characteristics inherent within them, in a complex and cumulative manner.  An 
interactional model of creativity, showing linkages between individual, group and 
organisational characteristics has been proposed by Woodman et al. (1993).  The 
following year a model showing how leader behaviours, work group interactions, 
psychological climate and individual attributes interact to stimulate creative 
behaviours was developed by Scott and Bruce (1994).  With characteristics related to 
the individual put to a side, Amabile et al. (1996) developed a conceptual model to 
assess underlying perceptions as to the influence of different factors within the work 
environment on creativity.   This model has been frequently cited (4,531 citations 
from Google Scholar as at 15/5/2016), and incorporates factors such as 
encouragement of creativity, autonomy or freedom, resources, pressure and 
organisational impediments to creativity.   With consideration for these different 
models it is proposed that a work environment that fosters creative behaviours needs 
the presence of many of characteristics within job design, leader behaviour, team 
climate and collaboration processes.  The term ‘many’ as opposed to ‘all’ has been 
deliberately used here as there still is debate about the influence of some 
characteristics, such as the sufficiency of resources.  However, that caveat aside, it is 
likely that the absence of some of the variables will diminish the potential of the 
work environment.  In overview, it appears that leadership behaviours, team climate, 
organisational processes together with job design considerations are all important 
components within an environment that fosters creative behaviours.  An overview of 
the most influential empirical literature relating to work environments and creative 
behaviours is provided in Figure 2.1. 
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Figure 2.1 Overview of most influential empirical creative behaviours research  
 
2.2.7 Measuring creative behaviours 
Researchers such as Isaksen and Ekvall (2010), have contributed to an 
understanding of creative behaviours through their work on the Situational Outlook 
questionnaire, which brought closer focus to organisational climate factors 
influencing team behaviours.  Building on earlier studies and together with other 
researchers, Isaksen et al. (2001), developed a valuable, multi-level model of factors 
contributing to organisational climate, which in turn impacted on the work 
environment.  The term climate is used frequently and in different contexts across the 
literature relating to work environments and organisational culture.  Some 
researchers have drawn a distinction between organisational and psychological 
climates (Isaksen & Kaufman, 1988), with the psychological climate referring to the 
individual level of analysis.  For this study, climate is defined as the recurring 
patterns of behaviour, attitudes, and feelings that characterise life in the organisation 
overall and in its different work units based on Isaksen and Ekvall (2010).  Climate is 
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believed to be more distinct than culture and more directly observable within an 
organisation (Isaksen, 2007).  Other researchers who considered the influence of 
climate include Anderson and West (1998) who developed a team climate inventory 
in the healthcare sector which provided interesting insights into the value of 
exploring opposing opinions.  
A number of instruments have been developed to measure creativity generally.  
These include: the Siegel Scale of Innovation, (Siegel & Kaemmerer, 1978); The 
Kirton Adaption Inventory (KAI); and an individual’s personality, through the  
Creative Personality Scale (Gough, 1979).  Indeed, Cropley (2000) has reported that 
there are more than 255 different tests for measuring creativity in a range of contexts.  
However, none of the instruments mentioned here are appropriate to the study of 
creative behaviours in the work environment.  More information on these and other 
creativity related instruments are provided in Appendix B. 
Having reviewed the literature on the key themes that impact on creative 
behaviours within a work place team, the focus can now move to how different 
characteristics of the work environment influence employee engagement.  
2.3    INFLUENCE OF WORK ENVIRONMENTS ON EMPLOYEE 
ENGAGEMENT   
Employee engagement is both a popular and controversial notion.  It is popular 
because, in addition to increasing interest from academics, it has received the 
attention of human resource management consultants, internal communications 
professionals, and business conference presenters (Macey & Schneider, 2008; Shuck 
& Wollard, 2010) who claim relationships between engagement and business 
performance.  It is controversial because there is a lack of agreement regarding the 
definition of employee engagement (Macey & Schneider, 2008) and there are 
 Chapter 2: Literature Review 36 
references also made to work engagement and task engagement.  Some authors 
contend that the concept of employee engagement is simply a repackaging of 
employee satisfaction (Macey & Schneider, 2008). Others have offered 
reinterpretations of the concept as work passion and organisational commitment 
(Robinson, Perryman, & Hayday, 2004; Saks, 2006; Schneider, Ehrhart, Mayer, 
Saltz, & Niles-Jolly, 2005), or job involvement (Zigarmi, Nimon, Houson, Witt, & 
Diehl, 2009).  Shuck and Wollard (2010) argue that the lack of consensus on a 
definition contributes to a deep misconception as to the complexities of employee 
engagement.   Most theories explaining engagement have been at the level of the 
individual with Bailey, Madden, Alfes, and Fletcher (2015) calling for more studies 
both within and across teams.  Academic research into the experience of being 
engaged appears to contain few qualitative studies (Shuck, Rocco, & Albornoz, 
2011b).  Employee engagement is an important theme in scholarly research, with a 
special issue of International Journal of Human Resource Management in 2015 
dedicated to this topic, and other researchers observing that employee engagement is 
now a vital and everyday part of the vocabulary of Human Resource Management 
(Arrowsmith & Parker, 2013).  A summary of descriptions and definitions is 
provided below in Table 2.4 in chronological order, starting with Kahn (1990) who 
was the first researcher to describe the employee engagement concept following 
empirical research.  From this table it is possible to see that many researchers have 
adopted and built on Kahn’s initial work. 
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Table 2.4: Summary of descriptions and definitions of employee engagement  
Author/s Year Description 
Kahn (1990) 
Empirical 
Employee engagement is defined as the simultaneous employment and 
expression of a person’s ‘preferred self’ in task behaviours that promote 
connections to work and others, personal presence (physical, cognitive and 
emotional), and active  performance. 
Three psychological conditions contribute to engagement including  
meaningfulness, safety and availability. Individuals vary in the extent to 
which they immerse themselves in their roles.    
Rothbard (2001) 
Empirical 
Cites Kahn making reference to one’s psychological presence in or focus on, 
role activities, and may be an important ingredient for effective role 
performance.  Role attainment has two components: Attention and 
Absorption.  Attention refers to cognitive ability and the amount of time that 
one spends thinking about a role.  Absorption means being engrossed in a 
role and refers to the intensity of focus on one’s role.  For example, when 
people are absorbed in work they may ignore other factors such as co-worker 
activities, so when they are not absorbed they may be distracted by the same 
activities.   Absorption conveys a sense of intensity that is not captured by 
the attention component of role engagement.  Absorption implies intrinsic 
motivation, but does not necessarily entail a positive emotional state. 
Conversely a problem can be absorbing and exciting and lead to positive 
emotions.   
Schaufeli, 
Salanova, 
Gonzalez-Roma & 
Bakker (2002) 
Empirical 
Employee engagement is defined as a positive, fulfilling work related state of 
mind.   Engagement is characterised by vigour, dedication and absorption.  
Vigour is high levels of mental energy and resilience. Dedication is 
characterised by a sense of significance, enthusiasm, inspiration, pride and 
challenge at work. Absorption consists of being fully concentrated, happy 
and deeply engrossed in work whereby time passes quickly and one has 
difficult detaching oneself. 
May et al., (2004) 
Empirical 
Refers to Kahn (1990) conceptualisation of engagement at work as the 
harnessing of organisational members selves to their work roles; in 
engagement people employ and express themselves physically, emotionally 
and cognitively. 
They observe that employee engagement most closely aligns with job 
involvement (Brown, 1996) and flow (Mihaly, 1990).  They – which is the . 
cognitive aspect of engagement. They assert that jobs are tied to one’s self-
image and that engagement entails the active use of emotions and behaviours 
in addition to cognitions. 
Robinson et al., 
(2004) 
Empirical 
Engagement is defined as a positive attitude held by the employee towards 
the organisation and its values.  Engagement has elements of commitment 
and organisational citizenship behaviours (OCB). 
Saks (2006) 
Empirical 
Provides a summary definition from the literature defining engagement as a 
distinct and unique construct that consists of cognitive, emotional, and 
behavioural components that are associated with individual role 
performance.  Further, engagement is distinguishable from several related 
constructs, most notably organisational commitment, organisational 
citizenship behaviour, and job involvement. 
Saks also makes reference to ‘Social Exchange Theory’ as providing a 
theoretical foundation for explaining why employees choose to become more 
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Author/s Year Description 
or less engaged in their work or organisation.    
Macey & 
Schneider (2008) 
Conceptual 
Highlight the ambiguity of the term employee engagement.  They highlight 
that there are different types of engagement how the term is used to refer to 
psychological states, traits and behaviours as well as their antecedents and 
outcomes.  They offer a set of propositions around these three states and 
made comments on job attributes and leadership as effects. 
They also comment that the common elements among most definitions are 
the notion that employee engagement is a desirable condition, has an 
organisational purpose and connotes involvement, commitment, passion,  
enthusiasm, focussed effort and energy so it has both attitudinal and 
behavioural elements. 
Shuck & Wollard 
(2010) 
Conceptual 
Definition influenced by Kahn (1990) ‘an individual employee’s cognitive, 
emotional, and behavioural state directed toward desired organisational 
outcomes’ Is an antecedent to job satisfaction and commitment.  
Rich et al., (2010) 
Empirical 
Definition based on Kahn.  They position engagement as a key mechanism 
explaining relationships among a variety of individual characteristics and 
organisational factors and job performance. 
Shuck et al., 
(2011b) 
Empirical 
Defined as an individual’s positive cognitive, emotional and behavioural 
state directed towards desirable organisational outcomes (Shuck & Wollard, 
2010).  Employees who are engaged exhibit attentiveness, and mental 
absorption in their work (Saks, 2006). 
Tims et al., (2011) 
Empirical 
Follow Schfauelii and Bakker (2004) definition of engagement adding that 
work engagement is best conceptualised as the experience of the work 
activity rather than by a behaviour that is connected with the work role.  
Engagement is not just a trait-like factor, but may vary even within the same 
person over time. 
Petrou et al., 
(2012) 
Empirical 
Follow Schaefeli  et al  (2006) and Macey & Schneider (2008) definition of 
employee engagement that it is a positive, fulfilling, and work-related state 
of mind characterised by vigour, dedication, and is associated with proactive 
behaviours, Macey & Schneider, (2008). 
Bakker et al., 
(2015) 
Empirical 
Based on the original definitions of Bakker for employee engagement.  Is an 
affective, motivational state consisting of vigour, dedication and absorption.  
 
For this study, employee engagement was defined as the multiple emotional, 
cognitive and behavioural dimensions of an employee’s consistent level of effort, 
commitment and connection to their job.  It is a starting point and will be reviewed 
for appropriateness at the end of the study.  This definition was adapted from 
previous research provided by May, Gilson, and Harter (2004) and Shuck and 
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Wollard (2010) based on the initial work of Kahn (1990).  It is based on 
understanding engagement as an individual experience, although some scholars also 
define it at the organisational level.  Most theories explaining engagement have been 
at the level of the individual with Bailey et al. (2015) calling for more studies both 
within and across teams.  Perhaps surprisingly there is little academic research into 
the experience of being engaged with few qualitative studies in this area (Shuck, 
Rocco, & Albornoz, 2011b).  Of the nearly 200 empirical studies undertaken since 
1990, only a few have used a qualitative, case study approach (Bailey et al., 2015). 
Common elements in the definitions of employee engagement include 
considerable agreement regarding a strong affective component for engaged 
employees who have high levels of involvement in their work, pride and identity in 
the organisation and a sense of self-identity.  Two complementary definitions are 
provided by May et al (2004) and Shuck and Wollard (2010) as provided in Table 
2.4.  What is consistent across both definitions is the recognition of three core 
components within engagement related to cognitive, emotional and behavioural 
elements.  These definitions are depicted below in Figure 2.2.  
 
 
Figure 2.2 Examples of cognitive, emotional and behavioural components that exist within a state of 
employee engagement 
Source: Adapted from May et al. (2004 p. 12) and Shuck and Wollard (2010 p. 103) 
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Attention is now directed to describing research related to the different 
influences within a work environment on employee engagement.  Discussion 
regarding employee engagement starts firstly with an analysis of factors related to 
the job itself.  The review then turns to the psychological climate – which may or 
may not relate to the work environment, perceptions regarding the equity of 
organisational processes, leadership behaviours and then, factors related to the 
individual themselves.  
2.3.1 Influence of job design and person fit on employee engagement 
A case for the influence of work characteristics such as variety, challenge and 
autonomy on engagement was supported by Macey and Schneider (2008) and 
Christian, Garza, and Slaughter (2011).  In addition, Shuck, Reio, and Rocco (2011a) 
have highlighted the importance of the person fit with the job, that is, the job 
demands are congruent with the interests, values and personality of the employee 
(Resick et al., 2007).  Early research into engagement revealed that there was a 
complex range of influences on an individual’s personal engagement and 
disengagement in particular moments of role performance, as a result of the 
relationship between a person and the role they occupy.  The employee may be 
physically present but psychologically absent (Kahn, 1990).  Appropriateness of ‘fit’ 
between a person and the job they occupy emerges as the first element to consider in 
the work environment which influences employee engagement. 
2.3.2 The impact of work environment on employee engagement 
A qualitative study into employee engagement by Shuck et al. (2011b) 
considered the relationship between the employee and the work environment.  Their 
analysis proposed a number of themes as important to engagement including 
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relationship development, attachment to co-workers, the workplace climate and 
opportunities for learning.  These findings highlighted the importance of the 
development of relationships in the workplace, the influence of an employee’s direct 
manager, and the critical role of learning on an employee’s engagement. 
By testing a number of proposed antecedents and consequences of employee 
engagement, Shuck et al. (2011a) reported that those employees who experienced a 
positive psychological climate were more likely to report higher levels of 
discretionary effort.  This behaviour has been identified as a direct consequence of an 
employee being engaged (Corporate Executive Board, 2004; May et al., 2004).  
2.3.3 Perceptions of fairness in processes and impact on employee engagement 
Perceptions as to fairness related to procedural and distributive justice 
processes within an organisation also contribute to engagement. This positive 
relationship between perceived procedural justice and employee engagement has 
been demonstrated by Saks (2006).  The Saks study also found a positive relationship 
between job characteristics, perceived organisation support, perceived supervisor 
support, rewards and recognition and employee engagement.  These findings again 
highlight the many complex influences impacting a person’s perceptions of their 
experiences in the workplace and as a result, their level of engagement. 
2.3.4 The impact of leader behaviours on employee engagement 
The role and behaviours of the manager have a key impact on employee 
engagement (Corporate Executive, 2004; Harter et al., 2002; Judge, Thoresen, Bono, 
& Patton, 2001; Macey & Schneider, 2008; Shuck et al., 2011b; Shuck & Herd, 
2012).  Indeed the impact of managerial behaviour on providing a sense of 
meaningful work was highlighted as long ago as 1974 when Hackman and Oldham 
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first developed their job characteristics model.  Other studies by Judge, Thoresen, 
Bono, and Patton (2001) and Harter et al. (2002) have alluded to a strong relationship 
between an employee’s satisfaction with their supervisor, their level of engagement, 
and subsequently their performance.  However, there is a view that the relationship 
between leadership and employee engagement has not been widely investigated by 
researchers (Carasco-Saul, Kim, & Kim, 2014; Shuck & Herd, 2012; Xu & Cooper 
Thomas, 2011).  
2.3.5 Individual factors in employee engagement  
As with a work environment that fosters creative behaviours, there are many 
characteristics that promote engagement that are directly related to the individual 
employees themselves.  To be engaged, the employee must not only have the 
capacity to be engaged, but also possess the freedom to be engaged (Macey & 
Schneider, 2008).  While this study will not address individual specific factors, as 
they are not a characteristic within a work environment per se, it is important to note 
that there is a wide body of literature in this area that suggests the possible influence 
individual factors such as intrinsic motivation or personality may have on 
engagement (Shuck et al., 2011b). 
2.3.6 Influence of physical environment on employee engagement 
There is not a great deal of research on how the physical environment of a team 
influences employee engagement, with Shalley and Gilson (2004) calling for more 
research in this area.  While the focus of this study is on the organisational design 
and social environment characteristics within the team, some attention will be made 
to investigating the physical aspects as well.  This will include observations related 
to immediate employee workspaces and meeting rooms.  Limitations have been 
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placed here because of the size and scope of the study.  Suggestions regarding further 
research on the influence of physical environment on employee engagement will be 
made in Chapter Eight. 
2.3.7 Influence of organisational values on employee engagement 
Although it is not a characteristic within a local work environment, the 
literature alludes to the indirect influence of organisational values and culture on 
employee engagement (Shuck, 2011).  Research is beginning to consider the role of 
culture and climate with some researchers proposing a more detailed look at the 
question, how does our culture affect an engaged employee?, as being valuable 
(Shuck, 2011).  This question will be not be examined in any detail in this research 
report, while recognising that it is of value, as the focus and scope of the research is 
on the local as opposed to organisational work environment. 
2.3.8 Factors contributing to disengagement 
At the same time that engagement was receiving increasing research interest, 
the notions of disengagement and burnout were also under investigation and a 
number of models were developed.  Emerging models at the beginning of the century 
included: The Job Demand Resources Model of Engagement (Demerouti, Bakker, 
Nachreiner, & Schaufeli, 2001); The Job Burnout Model (Maslach, Schaufeli, & 
Leiter, 2001);  and the Utrecht Work Enthusiasm Scale, (Schaufeli et al., 2002).  In 
these models differing opinions were expressed regarding the antecedents and 
consequences of disengagement and burnout, and questions were raised as to 
whether these states were the opposite of engagement.   As insights may emerge 
about how work environments influence engagement from a closer look at 
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disengagement, data will be collected in this area through use of the critical incident 
technique.  Disengagement will be defined as the opposite of engagement. 
2.3.9 Relationships between characteristics influencing employee engagement 
There are many factors that impact on employee engagement, with Shuck and 
Wollard (2010) and Shuck et al. (2011b) observing that no factor singularly 
contributes to the creation of engagement or disengagement at work.  Indeed, 
understanding the contextual influence of job design, manager behaviours and 
organisational culture has been suggested as important in understanding employee 
engagement (Jenkins & Delbridge, 2013).  A high level overview of the empirical 
research most directly influencing this study is provided below in Figure 2.3. 
 
Figure 2.3 Overview of most influential empirical employee engagement research 
 
In overview, previous research into employee engagement has been undertaken 
in architectural firms, with summer camp counsellors, university students,  human 
services, hospitality, transport industries, insurance, National Health Service such as 
across job roles including firefighters, managerial, professional, technical and 
support roles in the UK, US, Canada, Spain, Netherlands and Portugal.  A more 
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extensive list and description of both empirical and conceptual literature related to 
employee engagement is provided below and in Appendix C.  
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Table 2.5:  List of empirical and conceptual literature on employee engagement 
Author/Year Overview of 
Model/findings 
How theory 
developed 
Major 
contributions 
Major 
criticisms 
Kahn (1990) 
 
Empirical 
Explored three 
psychological 
conditions of 
engagement, i.e., 
meaningfulness, 
safety and 
availability. 
Defined 
engagement as 
the simultaneous 
employment and 
expression of a 
person’s 
‘preferred self’ 
in task 
behaviours that 
promote 
connections to 
work and others, 
personal 
presence 
(physical, 
cognitive and 
emotional), and 
active full 
performance. 
Ethnographic 
research with 
summer camp 
counsellors and 
members of an 
architectural firm.  
Two qualitative – 
theory generating 
studies were 
conducted to explore 
the conditions of 
work in which people 
personally engage or 
express and employ 
their personal selves, 
and disengage or 
withdraw and defend 
their personal selves.   
 
Used grounded 
theory 
Used multiple data 
collection methods 
with qualitative 
research – ensuring 
data triangulation 
One of first 
researchers to 
discuss the 
characteristics of 
disengagement. 
Developed useful 
table summarising 
the different 
dimensions of core 
constructs 
Explored and 
compared two 
different work 
environments to 
develop theory 
 
 
Rothbard 
(2001) 
 
Empirical 
Considered the 
dynamics of 
engagement 
between work 
and family roles 
Found that 
people who are 
involved in 
multiple roles 
have the best 
health and 
mental well-
being. 
Surveyed 790 
employees via a self-
report survey 
Built on the work 
of Kahn 
 
Generated 
interesting findings 
on impact of 
different work 
versus family  roles 
by gender. 
 
Study may be 
limited by 
common 
method 
variance 
Demerouti, 
Bakker, 
Nachreiner & 
Schaufeli 
(2001) 
 
Empirical 
Found that job 
resources such as 
performance 
feedback, 
supervisor 
support, job 
control were 
predictors of 
engagement 
Also that role 
engagement has 
2 critical 
components – 
attention and 
Used the Oldenburgh 
Burnout Inventory 
(OLBI) developed by 
Demeurouti (1999)  
 
Used LISREL 
analysis with data 
from self-reports as 
well as observer 
ratings of the 
working conditions 
which provided 
strong evidence for 
Observations 
across three 
occupational 
groups: human 
services, industry 
and transport with 
good sample size 
i.e., (N = 374) 
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Author/Year Overview of 
Model/findings 
How theory 
developed 
Major 
contributions 
Major 
criticisms 
absorption in 
one’s role. 
the Job Demand 
Resources i.e., JDR 
model:  Job demands 
are primarily related 
to the exhaustion 
component of 
burnout, whereas 
‘lack of ‘ job 
resources are 
primarily related to 
disengagement.   
Harter et al., 
(2002) 
 
Empirical 
Objective of 
study was to 
infer the link 
between 
employee 
engagement and 
business unit 
level 
performance 
 
Study from 7939 
business units across 
multiple industries 
using Gallup GWA 
instrument + 1 
overall satisfaction 
question 
Strongest effects 
found relative to 
employee turnover, 
customer 
satisfaction loyalty, 
and safety.  
Correlations were 
positive and 
generalizable 
relative to 
productivity and 
profitability 
criteria, but were of 
lower magnitude 
Survey outcomes 
designed to 
facilitate action 
planning in the 
workplace. 
Causality or 
directionality of 
findings are 
suspect 
(Ludwig & 
Schneider, 
2012) 
Model assumes 
that job 
satisfaction and 
engagement are 
the same thing 
(Macey & 
Schneider, 
2006) 
 
Schaufeli et 
al., (2002) 
 
Empirical 
Designed the 
Utrecht Work 
Enthusiasm 
Scale (UWES) 
that measures 
vigor, dedication 
and absorption. 
Revealed that 
engagement 
scores are 
negatively 
correlated to 
burnout 
Study conducted on 
sample of 314 
university students 
and 619 employees in 
different countries. 
Examined the 
factorial structure of 
a new instrument 
(UWES) as well as 
the Maslach Burnout 
Inventory and the 
relationship between 
engagement and 
burnout was assessed. 
 
 
Was eventually 
tested across 
samples from 
Spain, Netherlands 
and Portugal and 
demonstrated that 
the instrument was 
acceptable for 
different racial 
groups. 
 
Built on the initial 
work of Maslach, 
Schaufeli & Leiter 
(2001) related to 
job burnout. 
Debate was to 
follow later 
regarding the 
assertion that 
engagement 
scores are 
negatively 
correlated to 
burnout 
 
May et al., 
(2004) 
 
Empirical 
Empirical 
investigation 
using Kahn’s 
three 
psychological 
conditions of 
engagement. 
Found that 
meaningfulness, 
availability and 
Survey conducted in 
insurance firm.  213 
responses received. 
Tested 15 
Hypotheses related to  
psychological 
meaningfulness, 
psychological safety, 
psychological 
availability, 
Built on Kahn’s 
(1990) work. 
Designed a scale 
reflecting each of 
the three conditions  
- e.g., cognitive, 
emotional and 
physical 
Developed a useful 
definition of 
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Author/Year Overview of 
Model/findings 
How theory 
developed 
Major 
contributions 
Major 
criticisms 
safety were 
significantly 
related to 
engagement. 
psychological 
conditions and 
engagement, and the 
mediating effect of 
the psychological 
condition. 
engagement 
Robinson et 
al., (2004) 
 
Empirical 
Study 
undertaken by 
Institute for 
Employment 
studies. 
Investigated the 
question ‘Does 
engagement 
differ from 
commitment and 
can it be 
measured?’ 
They found that 
engagement 
overlaps with 
commitment and 
organisational 
citizenship. 
National Health 
Service (UK) study 
involved collection of 
data from 14 
organisations 
resulting in 10,024 
completed surveys 
from full range of 
employee groups and 
job roles i.e., 
managerial, 
professional, 
technical and support 
They developed one 
overall engagement 
indicator from 
responses to 12 
questions. 
Very significant 
and representative 
sample with good 
sub analysis by 
demographic group 
 
 
 
 
 
Corporate 
Executive 
Board 
(2004) 
 
Empirical 
Assessed the 
impact of 
employee 
engagement on 
performance and 
retention. 
Manager has 
important impact 
on employee 
commitment 
level to team 
Survey conducted of 
over 50,000 
employees around the 
world in 59 global 
organisations in 10 
industries in 27 
countries 
 
 
Identified the 
highest impact 
drivers of 
engagement, 
Emotional 
engagement is 
more powerful than 
rational 
engagement. 
Developed 
practical tools and 
recommendations 
from findings. 
Research 
methodology 
adopted not 
evident from 
article. 
 
Saks (2006) 
 
Empirical 
Tested a model 
of the 
antecedents and 
consequences of 
job and 
organisation 
engagements 
based on social 
exchange theory. 
Findings indicate 
a real difference 
between job and 
organisational 
engagement and 
that the type of 
support provided 
by the 
organisation 
predicts both job 
Empirical study of 
102 employees in 
Canada 
Built on Kahn, 
Maslach’s and 
Hackman and 
Oldham models to 
determine 
antecedents of 
engagement 
Survey included 
measures of job and 
organisation 
engagement as well 
as the antecedents 
and consequences of 
engagement 
Findings indicate 
that there is a real 
difference between 
job and 
organisational 
engagement 
Job characteristics 
predict job 
engagement 
Importance of 
perception of 
procedural justice 
which predicts 
organisational 
engagement 
Created a social 
exchange model 
linking antecedents 
and consequents of 
Relatively small 
sample  
Uses cross-
sectional and 
self-report data 
thus limiting 
conclusions 
about causality 
and raising 
concerns 
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Author/Year Overview of 
Model/findings 
How theory 
developed 
Major 
contributions 
Major 
criticisms 
and 
organisational 
engagement. 
employee 
engagement. 
Macey & 
Schneider 
(2008) 
 
Conceptual 
Developed a 
framework for 
understanding 
the elements of 
employee 
engagement 
Offered a series 
of propositions 
about  
psychological 
state 
engagement;  
behavioural 
engagement; and 
trait engagement. 
They also made 
observations 
about the effects 
of job attributes 
and leadership 
on state and 
behavioural 
engagement and 
as moderators of 
the relationships 
among the three 
facets of 
engagement.  
Review of existing 
literature and 
identification of 
common themes and 
gaps. 
 
The first researchers 
to conceptualise trait, 
state and behavioural 
engagement as 
separate but related 
constructs. 
Questioned – what 
is employee 
engagement.  Tried 
to bridge the 
practitioner - 
science gap 
Made interesting 
observations about 
the use of 
engagement 
surveys and the 
importance of the 
construct 
measuring what 
was intended. 
Engagement 
includes 
organisational 
citizenship 
behaviours 
 
 
Rich, Lepine 
and Crawford  
(2010) 
 
Empirical 
 
 
Found that 
intrinsic 
motivation, job 
involvement, and 
job satisfaction 
failed to explain 
higher level of 
variance than 
engagement 
(Kahn, 1990). 
Suggested a 
more 
interconnected 
model of 
engagement is 
need and that  
engagement is 
still in need of 
further 
refinement and 
theory building 
Used a sample of 245 
firefighters to provide 
empirical evidence 
that engagement 
(Kahn, 1990) 
mediated the 
relationship between 
value congruence, 
perceived 
organisational 
support, core self-
evaluation, and the 
two outcome 
variables, task 
performance and 
organisational 
citizenship 
behaviour. 
One of the first 
modern studies to 
re-examine Kahn’s 
original domains of 
engagement (e.g., 
meaningfulness, 
safety, 
availability). 
 
Inferences 
regarding 
causality are 
limited 
Xu & Thomas 
 (2010) 
 
Empirical 
Team oriented 
behaviours are 
important for 
leaders in 
Proposes leadership 
behaviour is an 
antecedent of 
engagement. 
Shows that a focus 
on leaders 
behaviours is an 
important  focus 
Further research 
needed to 
establish 
causality and  to 
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Author/Year Overview of 
Model/findings 
How theory 
developed 
Major 
contributions 
Major 
criticisms 
addressing 
employee 
engagement. 
 
Three factors 
(leader 
behaviours)  
emerged from a 
JRA 360: 
supports team, 
performs 
effectively  and 
displays 
integrity. 
A pilot study with n = 
236.  Using a 360 
degrees instrument 
and undertaking 
linkage analysis. 
for efforts to 
improve employee 
engagement 
 
 
support 
generalisability 
of  findings 
Shuck et al., 
(2011a) 
 
Empirical 
Job fit, affective 
commitment, and 
psychological 
climate were all 
significantly 
related to 
employee 
engagement, 
while employee 
engagement was 
significantly 
related to both 
discretionary 
effort and 
intention to 
turnover. 
 
This correlational 
study (n = 283) 
examined the links 
between job fit, 
affective 
commitment, 
psychological 
climate, and 
employee 
engagement, and the 
dependent variables, 
discretionary effort, 
and intention to 
turnover  
Survey undertaken 
across 7 industry 
sectors. 
Good sample size 
and industry 
coverage. 
Insightful that 
study undertaken in 
organisation ranked 
as one of the best 
places to work. 
 
Supported similar 
findings from other 
researchers. 
 
 
Shuck et al., 
(2011a) 
 
Empirical 
Developed a 
conceptual 
model that 
showed how the 
environment and 
person interact to 
create 
engagement or 
disengagement; 
secondly how, an 
employee’s 
manager plays a 
critical role in 
developing 
engagement; and 
thirdly how, 
personality can 
effect 
engagement. 
 
Used a case study 
method, to collect 
documents, conduct 
semi-structured 
interviews and record 
observations at a 
large multinational 
service corporation 
ranked as one of the 
best places to work. 
Use of a qualitative 
study of value to 
existing mainly 
quantitative 
research studies. 
 
 
 
Petrou et al., 
(2012) 
 
Empirical 
Looked at 
relationship 
between ‘job 
crafting’ and 
work 
95 employees from 
several organisations 
completed a 5-day 
diary and general 
survey. 
Employees 
proactively shape 
the task. High work 
pressure and 
autonomy foster 
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Author/Year Overview of 
Model/findings 
How theory 
developed 
Major 
contributions 
Major 
criticisms 
engagement with 
job crafting 
being 
conceptualised 
as seeking 
resources and 
challenges and 
reducing 
demands. 
 
A 3 factor structure 
was hypothesised  
engagement. 
Found that a high 
level of autonomy 
and work pressure 
was associated 
with higher day-
level seeking 
resources and 
lower day level 
reducing demands.  
Seeking challenges 
was positively 
associated with 
engagement. 
Jenkins & 
Delbridge 
(2013) 
 
Empirical 
Compares and 
contrasts 
managerial 
approaches to 
engaging 
employees in 
two contrasting 
organisations 
called ‘hard’ and 
‘soft’ approaches 
Qualitative study into 
two contrasting 
organisations.  Data 
derived from two 
internal employee 
surveys and in-depth 
semi-structured 
interviews with key 
informants. 
Extends existing 
literature on 
antecedents of 
engagement by 
considering role of 
managers and the 
complexity of 
management 
practices together 
with the 
psychological 
literature on job 
features. 
Findings are 
quite 
organisational 
specific so may 
not be 
generalisable 
Costa, Passos 
and Bakker 
(2015) 
 
Empirical 
Examines 
influence of team 
conflict on team 
work 
engagement and 
team 
performance as 
well as its 
moderator role in 
the relationship 
between team 
work resources 
and team 
engagement.   
Also looks at 
moderating 
effect of conflict.  
Quantitative study.  
Data were collected 
from 32 research 
teams  (N= 217 
individuals) from a 
southern European 
country via online 
survey.  The principal 
investigator of each 
project was then 
asked to provide the 
emails of his or her 
research team.  82 
teams  answered the 
survey. 
Found that task 
conflict had a 
direct influence on 
team work 
engagement 
Moderation 
analysis revealed 
that relationship 
conflict weakens 
relationships 
between team 
resources and team 
work engagement 
whereas task 
conflict, 
strengthens the 
relationship 
between team work 
engagement and 
team performance. 
Study 
undertaken 
within a 
research 
environment so 
many not have 
generalisability 
to other 
contexts. 
The cross-
sectional design 
did not address 
the longitudinal 
theoretical 
model 
presented. 
 
From the literature a summary of themes related to employee engagement and 
work environments has been prepared and is provided in Table 2.6. 
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Table 2.6 Themes and authors related to employee engagement and work environments 
Themes Authors 
Definition of Employee Engagement as 
having three parts. 
Kahn, 1990; May et al.,  2004; Shuck & Wollard, 2010 
 
It is complex.  Many variables. 
 
Shuck et al., 2011b 
No single factor contributes to 
engagement or disengagement 
Macey & Schneider, 2008 
 
Organisational commitment Schneider, Ehrhart, Mayer, Saltz, & Niles-Jolly, 2005 
Work passion, organisational 
commitment 
Robinson et al., 2004; Saks, 2006 
 
Job involvement Zigarmi et al.,  2009 
Job characteristics (including job design, 
variety, job challenge, autonomy, work 
pressure) 
Bakker, Rodriguez-Munoz, & Vergel, 2015; 
Christian,et al., 2011; Crawford, et al., 2010; Macey 
and Schneider, 2008; Petrou, et al., 2012;  
Fit of work with person i.e., that the job 
demands are congruent with the 
interests, values and personality of the 
employee 
Resick, Baltes, & Shantz, 2007; Shuck, et al., 2011a 
Being psychologically present or absent 
at work 
Kahn, 1990 
Team work environment.  Important to 
engagement include relationship 
development, attachment to co-workers, 
the workplace climate and opportunities 
for learning. 
Shuck, et al., 2011a; 2011b 
Positive psychological climate Corporate Executive Board, 2004; May, et al., 2004 
Perceptions related to fairness in 
processes 
Ludwig & Frazier, 2012; Saks, 2006 
Manager behaviours (including 
feedback, support and provision of 
autonomy) 
Carasco-Saul et al., 2014; Corporate Executive Board, 
2004; Demerouti, et al., 2001; Harter et al., 2002; 
Judge, Thoresen, Bono, & Patton, 2001; Macey & 
Schneider, 2008; Shuck et al., 2011b, Shuck & Herd, 
2012; Xu & Cooper Thomas, 2011 
Capacity for engagement, and also the 
freedom to be engaged 
Macey & Schneider, 2008 
No one step or process that will work to 
create engaged employees across a team  
Jenkins & Delbridge, 2013; Shuck & Wollard, 2010; 
Shuck, Rocco & Albornoz, 2011b 
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2.3.10 Measuring employee engagement 
Self-report surveys are a popular way to investigate and measure employee 
engagement within an organisation. Most of the existing instruments come from 
consulting houses with limited information available as to their construct reliability 
and validity.  Exceptions include the Utrecht Work Engagement Scale developed by 
Schaufeli et al. (2002) and the Rothbard (2001) Work and Family Engagement 
survey.  Schaufeli and Salanova (2011), used daily diaries and within group designs.  
Macey and Schneider (2008, p. 8) have observed that, “the measurement of 
engagement is highly similar to the measures of assessment used for job satisfaction 
or climate or culture albeit with a new label”.  They have also argued that “most of 
the engagement measures have failed to get the conceptualisation correct, so the 
measures do not, measure up” (Macey & Schneider, 2008, p. 8).  This point 
highlights the importance of a careful focus on what factors are actually being 
measured within the conceptualisation of employee engagement.  A recent review of 
the literature on employee engagement looking specifically at its meaning, 
antecedents and outcomes, and covering 214 studies, found that there was an over-
reliance on quantitative, cross-sectional and self-report studies within the field, 
which limited claims of causality (Bailey et al., 2015).  Further qualitative studies 
with a focus on understanding more deeply the human experience of engagement in 
the workplace would add depth to the current body of literature. 
2.4    WORK ENVIRONMENTS, CREATIVE BEHAVIOURS AND 
EMPLOYEE ENGAGEMENT 
The existence of a relationship between a work environment that supports 
creative behaviours and engaged employees is proposed (Harter et al., 2002; Isaksen 
& Ekvall, 2010), but there is a lack of empirical evidence providing support for the 
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direct relationship between the different (or the same) sets of characteristics.  It is 
anticipated that this study will contribute to addressing this gap in the literature.  
Additionally, a need for further study into the relationship among the potential 
antecedents and consequences of engagement is necessary.  This is because they 
have not been rigorously conceptualised and studied, and as a consequence there is 
an inadequate understanding of work engagement’s nomological network (Macey & 
Schneider, 2008).  A nomological network provides the theoretical framework for 
the concepts the researcher is trying to measure, an empirical framework for how the 
concepts will be measured and a description of the linkages among and between 
these frameworks (Cronbach & Meehl, 1955).   This study will focus on increased 
understanding of these linkages and the nature of the relationships.   
2.5    CONCEPTUAL MODEL 
With consideration for the existing literature and the gaps in the literature, the 
following model emerges to guide this study.  In Figure 2.4 the work environment 
depicted as supporting both creative behaviours and employee engagement is one 
where jobs are well designed, with both complexity and challenge, and for which the 
incumbent has the autonomy to make decisions about how the work is undertaken.  
There is also time provided to engage in creative thought and activity.  Additionally, 
the work team has a positive social climate in which creativity is actively encouraged 
and in which team members feel safe to disagree and to express different and 
sometimes risky ideas without the fear of judgement or adverse consequences.  
Finally, the leader of the team plays a guiding role in modelling creative behaviours 
and in providing positive feedback. These points are illustrated in the conceptual 
model provided in Figure 2.4. 
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Figure 2.4 Conceptual model of the relationship between the characteristics in a work environment 
that supports creative behaviours and employee engagement 
 
Figure 2.4 describes employee engagement in terms of typical feelings, 
attitudes and behaviours as identified by researchers May et al. (2004) and Shuck and 
Wollard (2010), (based on Khan, 1990).  It is proposed that work environments that 
facilitate creative behaviours and promote employee engagement share many 
characteristics.  This proposition is the focus of this study.  In effect, the 
characteristics in the work environment that influence creative behaviours will also 
impact on employee engagement.  The interaction of these characteristics is also of 
interest.  Further the relationship between creative behaviours and employee 
engagement is a gap within the literature. 
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2.6    SUMMARY OF GAPS IN THE LITERATURE 
From the literature reviewed about work environments that support creative 
behaviours and employee engagement a number of gaps have been identified for 
further investigation.  These gaps are summarised below. 
1. There has been less research attention directed towards the start of the 
creative process than the end (Unsworth & Clegg, 2010) with the creative 
process starting with occurrence of creative behaviours. 
2. There has been extensive research into the characteristics of a work 
environment that fosters creative behaviours and models have been 
developed by scholars including Amabile et al. (1996), Anderson and 
West (1998), Isaksen and Ekvall (2010) and Woodman et al. (1993).  
However, no single model or theory has effectively captured the 
complexity of this multi-faceted concept or identified which characteristics 
have the greater level of influence on the existence of a work environment 
that supports creative behaviours.   
3. The potential link between a work environment that facilitates creative 
behaviours and promotes employee engagement has been suggested 
(Harter et al., 2002; Isaksen & Ekvall, 2010) but not previously 
researched.   
4. There is a need for further study into the relationship between the potential 
antecedents and consequences of employee engagement as they have not 
been rigorously conceptualised and studied, and as a consequence there is 
an inadequate understanding of work engagement’s nomological network 
(Macey & Schneider, 2008). 
5. Several researchers such as Saks (2006) and Shuck and Wollard (2010), 
have identified that more scholarly research is required in order to better 
understand the actions that organisations can take to improve levels of 
engagement. 
6. Madden, Alfes, and Fletcher (2015) have caleed  for more studies both 
within and across teams.   
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2.7    CONCLUSION TO LITERATURE REVIEW 
In this chapter a critical review has been undertaken of the literature regarding 
work environments that foster creative behaviours and employee engagement.  
Similar characteristics of managerial behaviours, local work processes and team 
climate and values have been reported in previous research.  The need for more 
scholarly research in several specific areas has been identified as important.  The 
core research question being investigated is: 
How do characteristics within the work environment foster creative behaviours 
and promote employee engagement?” 
The specific research objectives for the study are: 
1. To increase our understanding of the influence of the different 
characteristics within a work environment on both, creative behaviours 
and employee engagement. 
2. To identify characteristics uniquely contributing to one outcome but not 
necessarily the other. 
From this analysis three research questions emerge to guide the study: 
RQ1:  How do the characteristics of a work environment influence creative 
behaviours? 
RQ2:  How do the characteristics of a work environment influence employee 
engagement? 
RQ3: What is the nature of the relationship between characteristics of work 
environments that support creative behaviours and employee engagement? 
This is a theory building study.  The research questions addressed in this study 
cannot be answered by drawing reference to a single theory.  Indeed this research 
brings together two theoretical perspectives related to work environments and their 
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potential influence on creative behaviours and employee engagement. By doing this 
there is greater capacity to understand the complexity of the phenomena being 
investigated and to develop an integrated conceptual framework thus creating greater 
parsimony (Mayer & Sparrowe, 2013).  The next chapter of this dissertation 
describes the research approach to be used to investigate the research questions and 
the justification for the approach. 
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Chapter 3:  Research Design 
3.1    INTRODUCTION  
In the previous chapter, justification for the research project was provided in 
terms of the gaps in the literature on the characteristics within the work environment 
that support creative behaviours and employee engagement.  In this chapter the 
research design strategy and methodology will be outlined, and is organised in seven 
sections.  After this introduction, in section 3.2 an overview of the literature on the 
selection of a research paradigm is provided.  In section 3.3 the factors influencing 
the research strategy and procedures are described.  In section 3.4 the research 
approach and data collection methods that were selected are described.  In section 
3.5 how the data were analysed and quality controlled is outlined.  In section 3.6 
ethical considerations for the study are outlined and in section 3.7, the chapter 
concludes with a summary of the major steps in the research process. 
3.2    PHILOSOPHICAL STANCE – JUSTIFICATION FOR THE 
PARADIGM AND METHODOLOGY 
All researchers are guided by principles and values which influence the way 
they see the world and act in it (Denzin & Lincoln, 2005).  Principles arise from 
beliefs about ontology (concerned with meaning) (Easterby-Smith, Thorpe, & 
Jackson, 2008), epistemology (the study of knowledge and the relationship between 
the knower and what can be known) (Guba & Lincoln, 1994) and methodology (the 
theoretical framework which underpins the choice of methods), generating a 
paradigm for the research (Denzin & Lincoln, 2005).  The choice of paradigm is 
fundamental to research, since the paradigm reflects what is seen as important, 
legitimate, and reasonable (Patton, 1990).  It portrays an understanding of the world, 
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and is used to determine what problems deserve research attention, and how the 
research might be conducted (Deshpande, 1983; Lincoln & Guba, 1985).  Miller and 
Crabtree (1992) assert that the choice of a particular style of research depends on 
factors including the objective of the research, the research question and the level of 
control and investigator intervention.  Overall, the paradigm chosen must fit the 
focus of the study and conform to the rules and guidelines associated with the 
particular research direction.  Edmondson and McManus (2007) reflect that choosing 
the ‘right’ paradigm for any field of research must have internal consistency between 
the research questions, prior work, research design and theoretical contributions.  In 
order to ensure that research findings will be both valid and reliable, the research has 
to be designed with a philosophical foundation that drives research processes and 
analysis (Creswell, 2003). 
Three factors principally influenced the selection of the research paradigm 
used to address the research questions in this study.  The first of these was the nature 
of the research questions themselves.  Second, recommendations on research 
approach were sought from within the literature on research methodology.  Third, 
recommendations on methodology were identified within the literature describing the 
concepts being analysed.  These three influences are represented in Figure 3.1, with a 
discussion on each of the three factors following.   
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Figure 3.1 Overview of areas influencing selection of research method 
 
 
3.2.1 Nature of the research questions 
One of the most important conditions for differentiating between available 
research strategies is to identify the type of research questions being investigated 
(Yin, 2009).  To support the identification of the most appropriate research 
strategies, the study’s research questions and objectives have been summarised in 
Table 3.1.   
Table 3.1 Overriding research question and three specific sub-questions 
Main Research Question  Research Questions 
How do characteristics in the work 
environment foster creative behaviours 
and promote employee engagement? 
RQ1:  How do the characteristics of a work environment 
influence creative behaviours? 
 
RQ2:  How do the characteristics of a work environment 
influence employee engagement? 
 
RQ3: What is the nature of the relationship between 
characteristics of work environments that support creative 
behaviours and employee engagement? 
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In line with the approach and methodology selection described above, the 
existing questions used largely in prior quantitative studies, were summarised as a 
starting point for this investigation.  I looked beyond what is known, with qualitative 
research to explore the human experience of creative behaviours and employee 
engagement.  Qualitative research with observations and semi-structured interviews 
employing the critical incident technique enable deeper understanding of nuances of 
work environments. 
3.2.2 Recommendations from the literature related to research methodology 
There are several epistemological approaches to conducting research outlined 
within the literature and there is some debate as to how exclusive these approaches 
should be.  Qualitative and quantitative approaches are rooted in philosophical 
traditions with different epistemological and ontological assumptions (Wood, 2008).  
Three types of approaches that are relevant for this study are described below, 
including positivist, interpretivist and realist paradigms. 
There are three main epistemological approaches to conducting research 
(Christie, Rowe, Perry, & Chamard, 2000).  Epistemology has long been concerned 
with the opposing views of logical positivism and idealism (Patton, 1990).  The 
former typically relies on quantitative and experimental methods to test 
hypothetically deduced generalisations while the latter, also termed the interpretive 
approach, typically uses qualitative methods to understand human experience in the 
context of real life settings.   
The interpretative approach believes that reality is socially constructed and 
fluid, and that what we know is negotiated within cultures, social settings and 
relationships with other people (Wood, 2008).  Additionally, the researcher’s values 
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are inherent in all phases of the project.  Perry and Coote (1994, p. 103) contend that 
“in comparison to positivist research, interpretive research considers words rather 
than numbers … tends to be more inductive ... aims at internal validity through 
information richness … includes subjective information collected from interviews 
rather than concentrating only on objective free data”.  The design of this research 
project is influenced by the interpretivist approach as a deeper understanding of the 
human values and behaviours that surround the phenomena being investigated are 
sought.   
Another paradigm of interest is realism.  Considered appropriate for case study 
research, realism is explanatory in focus and recognises that while the researcher 
seeks to build knowledge and move our understanding closer to the truth, precise 
knowledge of reality will always be uncertain (Perry, 2013).  This is because our 
ability to understand social phenomenon within the real world is imperfect (Guba & 
Lincoln, 1994) as there are many perceptions of the world by people (Perry, 2013).  
This third paradigm highlights the challenge of studying social phenomena and 
emphasises the importance of the researcher understanding their underlying 
assumptions as these influence the way information is analysed (Wood, 2008).  The 
idea for this research emerged from the researcher’s experience in organisational 
change and human resources management generally, and innovation and employee 
engagement specifically.  Through this experience, the researcher was aware of how 
difficult it was to identify and drive the changes that would increase both the number 
of new ideas in the workplace and employees’ positive feelings for and attachment to 
their work.   
With consideration of all these points it was my view that to capture the 
subtleties of the expected data, that a position incorporating the interpretivist and 
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realism paradigms was the most appropriate for this study.  The discussion now 
moves to recommendations for research methodology from within each of the two 
subject areas under investigation: work environments that support creative 
behaviours, and those that foster employee engagement. 
3.2.3 Work environments that support creative behaviours 
Studies into creativity generally, and the nature of a work environment and 
how employees experience the environment, have been undertaken from both 
quantitative and qualitative perspectives. Data collection techniques have included 
use of a critical incident study, review of daily diary narratives, use of 
questionnaires, in depth case studies, semi- structured interviews, observations, 
informal conversations and archival gathering and development and testing of 
instruments,  Many of the survey instruments were identified and discussed in 
Chapter Two.  Quantitative approaches assume that the phenomenon being 
investigated and subsequently measured have been adequately understood and 
interpreted.  On the other hand, qualitative approaches seek to investigate and more 
deeply understand a phenomena and its social context.  Qualitative approaches to 
understanding creative behaviours in an organisational context have previously been 
undertaken by Amabile et al. (1996), Isaksen et al. (2001), Hargadon and Bechky 
(2006), Hartmann (2006), De Jong and Den Hartog (2007), Unsworth and Clegg 
(2010) and Dul and Ceylan (2011).  Amabile et al. (1996) used a critical incident 
study of 120 scientists and technicians in a research and development environment 
where respondents were asked to describe a high and low creativity event.  More 
studies of this nature would add to the body of knowledge relating to how 
characteristics in work environments influence creative behaviours. 
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3.2.4 Work environments that support employee engagement 
Most efforts to measure employee engagement have been undertaken via self-
report surveys at the level of the individual worker (Attridge, 2009).  These scores 
are then aggregated to measure engagement at the work group or organisational 
level.  Many leading consulting firms have developed their own proprietary survey 
tools and processes for measuring engagement, with one of the most influential 
approaches coming from the Gallup Organisation (Harter & Schmidt, 2008; Harter et 
al., 2003).  Qualitative studies have also been undertaken by Kahn (1990), Shuck et 
al. (2011b), Petrou, Demerouti, Peeters, Schaufeli, and Hetland (2012) and Jenkins 
and Delbridge (2013) using data collection techniques including, diary review, 
questionnaires, document analysis, observation, self- reflection and semi-structured 
interviewing.   Shuck et al. (2011b) used a case study method incorporating semi-
structured interviews employing the critical incident technique (CIT) and 
observations at a large multi-national service corporation.   An example of the use of 
a CIT question was when participants shared critical incidents where they felt 
disempowered, not valued and unsafe at their place of work.  To a large extent, there 
has not been enough scholarly (as opposed to consulting) research into the drivers of 
employee engagement in the workplace and the actions organisations can take to 
improve this engagement. 
3.2.5 Summary of subject related literature on research methodology  
As can be seen from the discussion in sections 3.2.3 and 3.2.4, it is possible to 
measure some aspects of creativity or employee engagement through survey 
instruments.  However use of a survey assumes that the phenomena being 
investigated are adequately defined and understood.  Deeper insights into work 
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environment are best obtained through an exploratory qualitative approach, as is 
explained in section 3.3.  
3.3    RESEARCH STRATEGY  
Specific qualitative data collection processes suggested within the literature 
have included interviews, observations, focus groups, memory recall and experience 
sampling (Marshall & Rossman, 2011).  Not all of these are appropriate for the areas 
under investigation and the objectives of the research.  An analysis of the objectives, 
appropriateness and potential contribution of the different methods follows. 
3.3.1 Interviews 
Interviews provide a unique opportunity to uncover rich and complex 
information from an individual.  The face-to face interview can, under the guidance 
of an experienced interviewer, encourage the interviewee to share intrinsic opinions 
and to dredge previously un-thought of memories from the unconscious (Cavana, 
Delahaye, & Sekeran, 2001).  In-depth interviews, including structured interviews, 
are particularly appropriate for exploratory, theory-building methodologies 
(Minichiello, Aroni, & Hays, 2008).  They are also very appropriate for grounded 
theory, which seeks to provide a thorough theoretical explanation of the social 
phenomena under study (Corbin & Strauss, 1990).   
Within the structure of the interview, a valuable technique to obtain deeper 
insights into workplace experiences is called the Critical Incident Technique (CIT).  
CIT is an analytical method that uses narratives and self-reported stories to classify 
specific events, phenomena or occurrences, referred to as incidents (Flanagan, 1954).  
The use of the critical incident technique in an interview will encourage participants 
to recall certain incidents related to the research questions and to interpret the 
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meaning they derived from this event (Butterfield, Borgen, Amundson, & Maglio, 
2005).  Interviews can be conducted face-to-face, via video-conference or by 
telephone.   Semi-structured interviews, incorporating the critical incident technique 
are considered a good fit with the exploratory and human experience related 
objectives of this study.   
Interviews covered a range of areas related to employees’ perceptions of the 
work environment, creative behaviours and conditions conducive to employee 
engagement.  Forty interviews were undertaken with each interview lasting between 
45 minutes and two hours, with second interviews required for two managers 
because of the rich information being collected.  Interviews started with a recap of 
the study’s objectives, reassurance regarding confidentiality of responses and general 
questions about the participant’s job and time with the company.  The objective in 
this initial phase was to make the interviewee feel comfortable and to discuss 
information that was well known to them.  Later, terms such as employee 
engagement were explained prior to exploration of their different experiences in the 
work place.  All bar one interview was conducted face-to-face, with one interview 
undertaken via video conference.   Overall the interviews produced 450 pages of 
transcriptions. 
3.3.2 Observations 
Observational studies involve observing people in a natural work environment 
or in a laboratory setting with their activities and behaviours recorded.  Studies based 
on these methods provide the opportunity to observe activities, movements, work 
habits, emotions and body language (Cavana et al., 2001).  They can also provide 
insight into the culture of the team observed (Kawulich, 2005) with observations of 
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behaviour being generally considered to be more objective than self-reports of 
behaviour (Sandelowski, 2000).  Observations in a natural setting are considered a 
good fit with the exploratory and human experience related objectives of this study, 
particularly as several of the teams had regular meetings as a part of their work 
processes providing the opportunity to view interactions. 
Data collected through observations can be an important data collection source 
in their own right, but are even more valuable, when combined with other data 
sources such as interviews and secondary document analysis. This is because this 
provides data triangulation within a case study approach (Patton, 2005).  For this 
study eight observations were undertaken during team meetings, together with 
observations taken in the workplace.  Photographs were also taken of each team’s 
working area.  Guidelines were developed for observing behaviours and physical 
aspects of team meetings based upon suggestions by Harrison (2005) and Dul and 
Ceylan (2011).  These are provided in Appendices E and F.  In overview, the 
researcher was interested in noting the objectives and typical processes for each 
meeting, for example, did it follow a standard structure or was it more free flowing?  
Attention was also paid to who spoke, what they discussed, their tone of voice and 
body language.  Levels of participation and the overall mood within the meeting 
were also of interest.  The manager’s behaviours in guiding (or not guiding) the 
meeting were noted.  All interviewees had discussed what typically happens in team 
meetings and the observation process provided the opportunity for the researcher to 
confirm these observations, which was an example of data triangulation.  The 
researcher did not participate in meetings nor check the meaning of what was 
observed.   
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3.3.3 Focus Groups 
The focus group method is a research technique where data is collected 
through group interaction (Morgan 1997, cited in Cavana et al 2001).  Morgan states 
that focus groups provide direct and immediate evidence about similarities and 
differences in participants’ opinions and experiences, as opposed to reaching some 
conclusions from post hoc analysis of separate statements from each interviewee.  
The focus group approach was rejected for this study because the nature of the 
information being sought did not relate to a group’s experiences of a phenomena, but 
rather to the individual’s experience.  Additionally, the confidentiality of a private 
one-on-one interview was desired to elicit a higher level of disclosure, particularly 
given sensitivity regarding recent redundancies.  Therefore, a collective meeting such 
as a focus group was not considered of value in terms of the study’s objectives. 
3.3.4 Data collection methods 
Within the scope of this case study, interviews and observations in natural 
work settings were selected.  Many of the questions asked in the semi-structured 
interviews were influenced by questions asked in similar studies and questionnaires 
that had already been assessed and tested for their validity.  A summary of the 
descriptors and questions relating to how existing researchers have identified the 
characteristics of a work environment that fosters creative behaviours are provided in 
Table 3.2. 
Table 3.2 Summary of questions and descriptors for a work environment that supports creative 
behaviours  
Characteristic by 
theme for work 
environments that 
support creative 
behaviours 
Existing questions and descriptors from the literature for a work 
environment that fosters creative behaviours 
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Characteristic by 
theme for work 
environments that 
support creative 
behaviours 
Existing questions and descriptors from the literature for a work 
environment that fosters creative behaviours 
Supervisory support 
Goal setting with 
regard to creative 
outcomes 
 
• The situation in which the employee must produce new ideas according 
to goals and with the expectation of evaluation. (Dul & Ceylan, 2011) 
• People are encouraged to solve problems creatively in this organisation 
(Creativity Supports – Amabile & Grysckiewicz, 1989)  #81 
• My supervisor's expectations for my project are unclear (Amabile & 
Grysckiewicz, 1989) (reverse-scored) 
Feedback • People are recognised for creative work in this organisation 
(Recognition – Amabile & Grysckiewicz, 1989)  #47 
• A supervisor who supports and encourages employees, builds mutual 
trust and commitment and provides positive feedback (Dul & Ceylan, 
2011) 
Encouragement • People are rewarded for creative ideas in this organisation (Creativity 
supports – Amabile & Grysckiewicz, 1989) #59 
• People are encourage to solve problems creatively in this organisation 
(Amabile et al., 1996) 
• New ideas are encouraged in this organisation (Creativity supports – 
Amabile & Grysckiewicz, 1989) #59 
• The recognition (e.g., praise, awards) of new ideas (Dul & Ceylan, 
2011) 
Interactions with 
staff 
• We keep in touch with each other as a team (Anderson & West, 1998) 
• We keep in regular touch with each other (Anderson & West, 1998) 
• Members of the team meet frequently to talk both formally and 
informally (Anderson & West, 1998) 
• We interact frequently (Anderson & West, 1998) 
Modelling creative  
behaviour  
• My supervisor serves as a good work model (Amabile et al., 1996,  
Team climate 
Social environment • To what degree is there emotional tension here? (Isaksen & Ekvall, 
2010) 
• There is a lively and active flow of ideas (Amabile & Gryskiewciz, 
1989) 
Psychological 
safety 
• This organisation has a nurturing environment (Unity & Cooperation – 
Amabile & Grysckiewicz, 1989)  #44 
• There is an open atmosphere in this organisation (Unity & Cooperation 
– Amabile & Grysckiewicz, 1989) #57 
• To what degree do people feel free to take action when the outcome 
might not meet expectations (Isaksen & Ekvall, 2010 – SOQ) 
• I feel safe in my team to express an alternate or dissenting view 
(Amabile & Gryskiewciz, 1989) 
• How threatening do you find putting forward new ideas to the team? 
(Anderson & West, 1998) 
• How supportive are other members of your team (Anderson & West, 
1998) 
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Characteristic by 
theme for work 
environments that 
support creative 
behaviours 
Existing questions and descriptors from the literature for a work 
environment that fosters creative behaviours 
Group norms • My area of this organisation is innovative (Amabile et al., 1996) 
• To what degree are new ideas given a warm reception? (Isaksen & 
Ekvall, 2010 – SOQ) 
• To what degree is there lively debate on the issues? (Isaksen & Ekvall, 
2010 – SOQ) 
• To what degree is there good-natured joking? (Isaksen & Ekvall, 2010, – 
SOQ) 
• To what degree is the work atmosphere relaxed? (Isaksen Ekvall, 2010 – 
SOQ) 
• To what degree are people informal and open with each other? (Isaksen 
Ekvall, 2010 – SOQ) 
• People feel understood and accepted by each other (Anderson & West, 
1998) 
• Everyone’s view is listened to – even if it is in the minority (Anderson & 
West, 1998) 
• There is a lot of give and take (Anderson & West, 1998) 
• People try to control each other (Anderson & West, 1998) 
• We try to blame each other (Anderson & West, 1998) 
• To what extent are members of your team critical of new ideas 
(Anderson & West, 1998) 
• People in this team are always searching for fresh, new ways of looking 
at problems (Anderson & West, 1998) 
Trust • There is free and open communication within my work group (Amabile 
et al., 1996) 
• To what extent are their feelings of trust between members of your 
team? (Anderson & West, 1998) 
• To what extent do others foster an atmosphere of non-threatening co-
operation amongst members of the team? (Anderson & West, 1998) 
Processes 
Communication • In this organisation there is a lively and active flow of ideas (Unity & 
Cooperation – Amabile & Grysckiewicz, 1989)  #21 
• There is generally a cooperative and collaborative atmosphere in this 
organisation (Amabile & Grysckiewicz, 1989) #24 
• We share information in the team rather than keeping it for ourselves 
(Anderson & West, 1998) 
• There are real attempts made to share information throughout the team 
(Anderson & West, 1998) 
• To what extent are person in your team willing to listen to your 
problems (Anderson & West, 1998) 
Interaction with 
other areas 
• There is generally a cooperative and collaborative atmosphere in this 
organisation (Unity & Cooperation – Amabile & Grysckiewicz, 1989) # 
24 
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Characteristic by 
theme for work 
environments that 
support creative 
behaviours 
Existing questions and descriptors from the literature for a work 
environment that fosters creative behaviours 
Perception of 
fairness in 
organisational 
processes 
• Have I been fairly rewarded for the effort I put in? (Ramamoorthy et al., 
2005) 
• The performance standards or criteria used in the allocation of rewards 
are very clearly communicated to employees (Ramamoorthy et al., 
2005) 
• My company consistently enforces the standards they set for reward 
allocation for all the employees (Ramamoorthy et al., 2005) 
• The performance standards and norms used in the allocation of rewards 
are consistently enforced for most of the employees I have known 
(Ramamoorthy et al., 2005) 
• In our company, employees are free to discuss their dissatisfaction about 
rewards allocations with their supervisors (Ramamoorthy et al., 2005) 
• When I feel that I have not been fairly rewarded, I can resolve it through 
discussion with my supervisor (Ramamoorthy et al., 2005) 
Job / Factors 
Job complexity • The tasks in my work call out the best in me (Challenge. – Amabile & 
Gryskiewciz, 1989)  #113 
• The complexity of the job and how demanding the job is (Dul & Ceylan, 
2011) 
Job challenge • I feel challenged by the work I am currently doing (Amabile & 
Grysckiewicz, 1989)  #95 Amabile et al., 1996. 
• I feel that I am working on important projects (Challenge – Amabile & 
Gryskiewciz, 1989) #3 
• The tasks in my work are challenging (Challenge – Amabile & 
Gryskiewciz, 1989) #9 
Autonomy 
 
• I have the freedom to decide how I am going to carry out my projects.  
(Freedom – Amabile & Grysckiewicz, 1989; Amabile et al., 1996) 
• In my daily work environment I feel a sense of control over my work 
and my own ideas (Freedom – Amabile & Grysckiewicz, 1989) # 91 
• To what degree are people able to decide what to do in their jobs? 
(Isaksen & Ekvall, 2010  – SOQ) 
• Decision latitude in the job for example with regard to deciding about 
the order of work tasks (Dul  & Ceylan, 2011) 
Sufficient time for 
creativity 
• To what degree do we take the time to think of alternative ways to 
accomplish a difficult task before having to take action (Isaksen & 
Ekvall, 2010  – SOQ) 
• Resources (Time):  I have too much work to do in too little time 
(Amabile & Grysckiewicz, 1989) 
• In this team, we take the time needed to develop new ideas (Anderson & 
West, 1998) 
• The availability of time for idea generation without the time pressure in 
everyday work (Dul & Ceylan, 2011) 
         #hashtag identifies item number on  respective scale 
 
Questions from existing questionnaires and descriptors from the academic and 
consulting literature that could identify the thoughts, feelings and behaviours that 
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define employee engagement are summarised in Table 3.3.  Again, many of the 
questions asked during interviews were influenced by these descriptors. 
Critical incident questions were included in the interview protocol.  For 
example, interviewees were asked to describe a time when their team was working 
well and another when the team was not working well, and also when they 
personally were or were not highly engaged in their work.  The critical incident 
technique allows data to be collected from the respondent’s perspective and in their 
own words (Gremler, 2004).  Use of this technique has previously been employed by 
Amabile et al. (1996) in a critical incident study of 120 scientists and technicians in a 
research and development environment where respondents were asked to describe a 
high and low creativity event.  This technique or approach not only facilitates rich 
data collection but allows the interviewees to prioritise their own experiences 
relevant to the phenomena being investigated (Gremler & Gwinner, 2008).  These 
responses were then compared across teams as a part of cross-case analysis.  The list 
of questions asked within the semi-structured interviews, are provided in Appendix 
D.  This list includes a column titled ‘Justification’ which identifies the purpose of 
the question and/or the influence from the literature.  The questions were designed to 
be iterative in collecting information about the interviewees’ experiences in the 
workplace. 
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Table 3.3 Summary of questions and descriptors for the definition of employee engagement  
State of 
engagement 
Questions and descriptors  
Emotional Source:  The Engagement dimension within the Utrecht Work Engagement Scale 
 
Vigour – Six items (Schaufeli & Bakker, 2004; Schfaueli et al., 2002) 
1.  When I get up in the morning, I feel like going to work 
2.  At my work I feel bursting with energy 
3.  At my work I always persevere, even when things do not go well. 
4.  I can continue working for very long periods at a time. 
5.  At my job, I am very resilient, mentally. 
6.  At my job I feel strong and vigorous. 
 
Dedication – Five items – (Schaufeli & Bakker, 2004)  
1.  To me, my job is challenging. 
2.  My job inspires me. 
3.  I am enthusiastic about my job. 
4.  I am proud of the work that I do. 
5.  I find the work that I do full of meaning and purpose. 
 
Absorption – Six items - (Schaufeli & Bakker, 2004)  
1.  When I am working, I forget everything else around me. 
2.  Time flies when I am working. 
3.  I get carried away when I am working. 
4.  It is difficult to detach myself from my job. 
5.  I am immersed in my work. 
6.  I feel happy when I am working intensely. 
Rational The following six descriptors are from marketing material provided by Hewitt 
Consulting (Oehler, 2015)  
 
1.  Given the opportunity, I tell others great things about working here.’ 
2.  ‘I would not hesitate to recommend this organisation to a friend seeking 
employment.’ 
3.  ‘It would take a lot to get me to leave this organisation.’ 
4.  ‘I rarely think about leaving this organisation to work somewhere else.’ 
5.  ‘This organisation inspires me to do my best work every day.’ 
6.  ‘This organisation motivates me to contribute more than is normally required to 
complete my work.’ (Could also be in the behavioural area). 
 
Behaviours The following descriptors have been developed by the researcher with consideration 
for the definition of employee engagement provided by May et al. (2004) and Shuck 
and Wollard (2010) 
 
1.  I exert a high level of effort 
2.  I persist with difficult tasks 
3.  I actively help others 
4.  I regularly make recommendations for improvements 
 
An interview protocol was prepared to ensure the consistency and quality of 
the interviewer’s approach to each interview.  This protocol was pilot tested before 
the data collection process started with three people including another PhD student, a 
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nurse, and a member of the human resources team at the case study site, who was not 
included within the study itself.  The pilot testing resulted in the re-ordering of some 
questions to improve the flow of the interview and changes to language in some 
questions to aid understanding.  Having described the key phases of the data 
collection process, the next section of this report section 3.4 provides justification for 
a case study methodology.  
3.4    RESEARCH APPROACH AND DATA COLLECTION 
As mentioned in section 3.3, the research approach adopted combines multiple 
qualitative data collection methods to support theory building.  Building on the 
methodological discussion from the previous two sections, attention is now directed 
to reviewing the theoretical arguments supporting the use of the selected research 
approach of a case study, while noting the approach’s limitations. 
3.4.1 Justification for case study approach 
There is ample justification for use of a case study approach for a study of this 
nature.  Yin (2009) asserts that the case study is appropriate for exploratory analysis 
when investigating contemporary phenomenon within its real-life context, and when 
the boundaries between the phenomena and the context are not clear.  A case study is 
also the strategy of choice when the focus is on understanding the dynamics present 
within single settings, and when existing theory seems inadequate (Eisenhardt, 
1989).  Furthermore, a case study approach permits flexible and opportunistic data 
collection methods, such as additional questions during interviews (Easterby-Smith 
et al., 2008).  The collection of data through interviews and observations across a 
number of teams in one organisation facilitated deep insights into the research 
questions and strengthened the potential for the generalisability of the findings.  This 
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type of design is referred to by Yin (2009) as a Type 2 single-case embedded design.  
By using a single organisation it was easier to compare results across teams and to 
control for organisational culture.   
There are many advantages to a single case study approach including the capacity to 
challenge an existing theory and provide a source of new hypotheses (Saunders, 
Lewis, & Thornhill, 2015).  Case studies more than any other method offer the 
greatest potential for revealing richness, holism and complexity in events (Torraco, 
1997), with  research building theory from cases often being regarded as the most 
interesting research (Bartunek, Rynes, & Ireland, 2006).  Additionally, it has been 
asserted that case research deals with the world on its own terms by enabling a 
greater depth of description (Dick, 1999).  These comments provide further support 
for the research design selection decision. 
Overall, the key strengths of a qualitative approach include: the match with the 
nature of the questions being explored, the richness of data collected, the capacity to 
utilise the researchers experience, insights feelings, and values in the analysis 
findings; and the capacity to manage complexity and ambiguity. Within a single case 
study there is the ability to collect additional information as the need arises and to 
compare and contrast findings across teams knowing that they are all operating 
within the same organisational environment. 
3.4.2 Criticisms of a case study approach  
Common criticisms of the case study approach are that it is subjective, lacks 
statistical validity and has potential for bias (Cavana et al., 2001).  Potential for bias 
could come from dependence on the researcher’s analytical skills and their ability to 
maintain objectivity (Smith & Dainty, 1991), with the researcher at risk of becoming 
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too close to the phenomenon.  Another limitation of the case study approach relates 
to the potential for developing and testing theory, with Yin (2009) suggesting that 
problems associated with case studies include the difficulty of supporting or rejecting 
hypotheses.  Further, if the case study site chosen is not representative then there 
may be limitations in terms of generalisability of findings (Eisenhardt & Graebner, 
2007).  However there are limitations with any research methodology. If these 
limitations are understood, then checks and balances can be incorporated into the 
research design to mitigate these.   
3.4.3 Ensuring quality in a case study  
Within case study research it is important to follow systematic procedures to 
ensure the quality of the approach (Yin, 2009).  The steps taken to ensure rigor in the 
data collection and analysis processes for this study included: developing a case 
study protocol so that if the study was repeated the same findings and conclusions 
would (largely) be found (Yin, 2009); piloting the interview protocol and questions 
(Turner, 2010); use of replication logic to ensure the same procedure is followed for 
each participant and team in the study (Eisenhardt, 1989); collecting data from 
multiples sources to achieve data triangulation (Guba, 1981; Shenton, 2004); 
standardisation of field notes, recording and transcribing (Wood, 2008); use of a 
coding book to record the researcher’s impressions during the coding process 
(Denzin & Lincoln, 2005); providing thick descriptions with sufficient detail to 
clearly show how conclusions were drawn (Lincoln & Guba, 1985); and use of a 
reflexive learning journal to record learning about the process and experience and to 
assist in identifying researcher predispositions (Lincoln & Guba, 1985; Silverman, 
2013).  
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For a research project of this nature, the experience and approach of the 
researcher is key for establishing trust with all participants because the researcher is 
the major instrument of data collection and analysis (Patton, 1990). The researcher is  
also therefore responsible for all the potential strengths and weaknesses which relate 
to the application of a research instrument (Davidson, 2002).  Sources of error and 
bias introduced by the researcher as instrument could include predispositions or 
prejudices against or towards certain types of data as well as straightforward 
interpersonal incompetence.  The researcher has been directly involved in both 
employee engagement and innovation related initiatives in previous employment in 
international human resource management roles, which contributed to more 
meaningful information collection through the interviewing process, observation and 
analysis of data.  The researcher was aware of how their underlying assumptions 
contributed to the study and actively worked to identify personal assumptions by 
noting the way they analysed and interpreted the data throughout the study in their 
learning journal and by discussing these assumptions with their supervisory team.  
Data triangulation through interviews and observations also provided another way to 
eliminate bias and achieve validity and reliability.  With the research approach thus 
justified, attention can now be directed to describing the setting for the case study. 
3.4.4 Case study site selection process 
Data were gathered through interviewing and observing employees in five 
teams, in a single, global, project-based organisation (PBO).  As mentioned 
previously, by using employees from one organisation, and one cultural framework, 
it was easier to compare results across teams and to control for organisational 
culture.  However, it is recognised that the downside of a single case study site, is the 
limits on the potential capacity to generalise findings. The basis for selecting any 
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company for case study research is based on theoretical sampling rather than 
statistical sampling (Glaser & Strauss, 1967), with a company being chosen because 
of the likelihood of extending understandings of emergent theory rather than because 
of its statistical properties (Eisenhardt, 1989).  Of key importance is that the case 
study site selected is able to provide the information needed to adequately address 
the research problem and research questions (Oppong, 2013) so that the findings are 
perceived to be credible.  Additionally, the case site should be suitable for 
illuminating relationships and logic among constructs as a precursor to the 
development of theory (Eisenhardt & Graebner, 2007).   Given the inclusion of data 
collection activities requiring on-site activities, an organisation physically located 
within the Brisbane environment was desirable, and reflected the influence of 
convenience within the sampling strategy. 
A medium to large sized organisation with an interest in innovation and 
employee engagement could be a possible site for the study.  The researcher 
undertook internet research to identify organisations with publicly declared interests 
in these areas and a substantial number of employees in the Brisbane area.  A large 
number of employees ensured that there were would be a sufficient number of teams 
who could possibly participate in the research project.  Contact was made with the 
Human Resources Director at Alpha, and a draft research proposal was prepared.   
3.4.5 Description of case study site 
Alpha is a global, employee-owned, multidisciplinary, professional services 
firm, employing around 11,000 people globally, in 65 offices.  Its mission is to 
provide a range of engineering, procurement and construction management services 
to its clients, further enabling them to derive value from their assets.  The business is 
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30 per cent owned by employees.  Alpha’s head office is in North America and the 
company provides professional services to a broad range of clients within the 
mining, metallurgical, energy and infrastructure sectors.  In common with other 
companies within the industry, it is a project based organisation.  This results in work 
teams being structured around clients and their projects, often for time-limited 
periods.  Internally the workforce is organised across capital projects and 
construction, organisational services and consulting, as illustrated in Figure 3.2 
below. 
 
Figure 3.2 Representation of services and projects within Alpha 
 
Alpha services the mining and mining related sectors, which are significant 
industries within Australia.  The mining industry contributes around 8.5 per cent to 
Australia’s GDP (output) and employs around 2 per cent of the workforce, around 
220,0000 people.  At the time of the study, prices for commodities were low and the 
outlook for the industry uncertain (Garnett, 2015).  Consequently, the Australasian 
operation of Alpha was feeling the impact of the national downturn in this resources 
sector and had made a number of positions redundant.    
 Chapter 3: Research Design 83 
From an historical perspective, Alpha had grown significantly through both 
organic growth and acquisition since its inception sixty years ago.  Given the 
longevity of the organisation, it could be assumed that the organisation was effective 
in incorporating new approaches, which is a characteristic of an innovative 
organisation.  This possibility adds further support for the company’s selection as a 
case study site. 
At the time of the study, Alpha’s global operations were spread throughout 
North and South America, the Middle East, Eastern Europe, the UK, South Africa, 
Asia, Australia and the Pacific.  As a private company, financial and other company-
related information is not available within the public domain.  While Alpha is not an 
industry leader overall, it is a major player in some key sectors as result of its 
previous successful services delivery in that area and/or because of the patents that it 
owns.  
The company’s operating principles included deeply understanding its clients’ 
business and management, contributing to their technologies and delivering quality 
work on time and on budget (company documents).  Alpha’s four core values of 
safety, quality, sustainability and innovation underpin all of its services.  The 
company had publicly espoused values related to “creating an environment that 
allowed each person to make a difference”.  These values were consistent with the 
tenets of employee engagement as defined by both scholars and academics.  With 
innovation as a core value, together with a commitment to making its organisation a 
great place to work, and with the support of a number of senior managers for the 
study, Alpha was open to serving as the case study site for this research.  It was ideal 
as it was a large enough organisation to be able to provide access to a diversity of 
teams.  With multiple teams from different functional areas included in the study, 
 Chapter 3: Research Design 84 
across-team comparisons were possible.  These comparisons provided insights into 
the multiple environments of the teams.  This was a key process in addressing the 
research questions. 
The research was undertaken in the Brisbane office of the company’s 
Australasian operations, although many members of the teams worked globally.  
Five teams were eventually involved in the study including both engineering and 
support teams.  Data were collected over a six month period from October 2014 to 
March 2015.  The physical environment of the Brisbane office is a modern, 
corporate, open-plan style, with very few separate offices for managers.  Where 
managers do have offices, the glass walls allow a high level of visibility to passers-
by.  Many teams work in clusters together organised around a low S shaped wall.  
There are a number of meeting rooms with internet enabled technology connecting 
different office sites via video, large screens and white boards.  Kitchens and 
common areas for informal meetings are available on each floor and there is a small 
gym available for all staff. 
As a global organisation, there are opportunities for international mobility 
within Alpha.  This mobility supports career development initiatives and helps in the 
attraction of staff as is evidenced in the following quote from one subject: “…was 
the opportunities to travel that drew me to Alpha over other job offers I had” (A34).   
Additionally, many teams are multicultural, providing diversity to these teams 
in terms of national cultural socialisation and perspective that was valued by many 
staff members: “I do remember the very first desk where I sat. There were four 
people around me and each person was born on a different continent, which I 
thought was kind of cool” (A34).   
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Further information on the demographic characteristics of each team is 
provided in Table 3.4.  In summary, consistent with theoretical sampling, Alpha was 
identified for the study because it provided an appropriate setting for exploratory 
research on creative behaviours and employee engagement, and not because it was 
statistically representative of a certain type of company.  The company met criteria 
that would enable data to be collected that would address the research problem.  
Additionally, the organisation had an overt interest in both creativity and employee 
engagement (company documents and interview with HR Director).  A major office 
located in Brisbane close to the researcher’s home meant that the company site was 
easily accessible for meeting requirements typically classified as a convenience 
sample in research methodology.  Finally and importantly, a number of teams 
expressed willingness in being a part of the study.  In summary, the firm had an 
established reputation of continuous high performance. The selection criteria for the 
case study site was: successful, innovative and large company, with espoused values 
relating to innovation and engagement, with a willingness to participate and 
conveniently located close to the researcher. 
3.4.6 Participant selection 
Following receipt of in principle senior management support for the research 
study, a presentation about the project was given to management team and their 
questions were answered.  Subsequently a number of managers indicated a 
willingness to participate and gave approval for correspondence to be sent to 
members of their team soliciting their permission to be interviewed and/or observed 
in team meetings.  A copy of correspondence is provided in Appendix G.  All 
managers were told that even if they were willing to be involved, they should not 
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apply pressure to any of their team members to participate as well.  Team member 
participation had to be voluntary. 
Participants identified for potential inclusion in the study were drawn from five 
diverse teams.  In most teams, 80% of the team participated in interviews and all 
participants provided signed consent to my observations of their team meetings.  The 
narratives developed from interviews with members of each team ensured that ‘rich 
and redundant data’ were collected, supporting the adequacy of the sample size.  
People in the identified teams were invited to participate in the interview, (as 
opposed to mandating it) and were requested to sign a consent form to signal their 
agreement to being interviewed, recorded and observed in team meetings.  It was 
essential to the quality of the study that team members were both interested and 
willing to be a part of the study (Creswell & Plano Clark, 2007).  Employees who 
agreed to be observed and not interviewed also signed a consent form to this effect.  
Participants included both team members and their managers, supporting the Perry 
and Coote (1994)  recommendation to include those at different hierarchical levels in 
order to enrich perspectives available for analysis.   
In summary, teams included in the study ranged in size from six to thirteen 
members.  Of the forty interviewed, 21 were engineers, eight were from financial 
operations, six were in analytical roles and five were from marketing.  Teams who 
elected to participate in this study were engaged in five different activities: Team 1 
were responsible for finance operations; Team 2 focused on strategic marketing, 
communication and knowledge management activities; Team 3 were engineers and 
technicians engaged in maintenance activities for heavy machinery and plant 
equipment; Team 4 were engineers and technicians engaged in data analysis and 
simulation projects and Team 5 were engaged in an international construction 
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projects.  Of the forty interviewees, 21 were engineers, eight were from financial 
operations, six were in analytical roles and five were from marketing.  Most staff 
were born between 1965 and 2000, classifying them as either Generation Y or 
Generation X, with between two and ten years of experience at Alpha. Most staff 
interviewed were male, particularly in the engineering related teams, and four of the 
five teams had employees from multiple nationalities.  Demographic details of those 
participating in the study by team are provided below in Table 3.4. 
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Table 3.4 Demographics: Age, Length of Service, Gender and Nationality  
Demographics Team One Team Two * Team Three Team Four Team Five 
Interviewed 
versus team 
total 
8 of 8 5 of 6 13 of 13 6 of 6 8 of 10 
Age profiles ** Gen Y  3/8 (37.5%) 
 
Gen X 5/8 
(62.5%)   
 
 
 
 
 
Gen X 5/6 
(83%) 
Gen Y 7/13 
(54%) 
 
Gen X 5/13 
(38%) 
 
Baby Boom  
 
Traditional 
1/13 
(8%) 
Gen Y 4/6 
(67%) 
 
Gen X 2/6 
(37%) 
 
 
Gen Y 1/8 
(12.5%) 
 
Gen X 5/8 
(62.5%) 
 
Baby Boom 
2/8 
(25%) 
 
 
Length of 
service  
 
 
 
2 – 5 years 
6/8 (75%)  
 
6 – 10 years 
2/8 (25%)   
 
 
 
 
2 – 5 years 
3/5 (60%)  
 
6 – 10 years 
2/5 (40%)   
 
< than 2 years 
1/13 (8%) 
 
2 – 5 years 
4/13 (31%) 
 
6 – 10 years 
6/13 (46%) 
 
 
10 Plus 
2/13 (15%)  
< than 2 
years 
1/6 (17%) 
 
2 – 5 years 
3/6 (50%) 
 
6 – 10 years 
2/6 (33%) 
 
 
< than 2 
years 
1/8 (12.5%) 
 
2 – 5 years 
1/8 (12.5%) 
 
6 – 10 years 
2/8 (25%) 
 
10 Plus 
4/8 (50%) 
Gender Female 8/8 (100%) 
Female 3/6 
(50%) 
 
Male 3/6 
(50%) 
 
 
 
Male (13) 
100% 
 
 
 
Male 6/6 
100% 
Female 1/8 
(12.5%) 
 
Male 7/8 
(87.5%) 
Nationality Australian  
(8) 
Australian (3)  
Canadian/Chinese 
(1) 
Singaporean (1) 
Croatian (1) 
Australian (3) 
Chinese (3) 
Indonesian 
(2)  
Sri Lankan 
(1)  
Vietnamese 
(1)  
Indian (1)  
Nepalese (1) 
Ecuador (1) 
Australian 
(4) 
Sth African 
(1)  
Chinese (1) 
Australian 
(2)   
Sth African 
(1) 
British (1) 
Iranian (1) 
Polish (1) 
Canadian (1) 
Malaysian 
(1) 
 
* Some data has been provided for team member not interviewed in Team Two so that they were not 
identifiable. 
 
** Age Profiles:  Gen Y: Born 1981 – 2000; Gen X: Born 1965 – 1980; Baby Boomer 1946 – 1964; 
Traditionalist 1928- 1945 
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3.4.7 Achieving an appropriate sample size 
For qualitative research, an appropriate sample size is achieved when the level 
of participation is of a sufficient size to receive redundant data (Nair & Riege, 1995).  
Additionally, it was important to consider not just the number of interviews 
undertaken, but the richness of information collected from diverse participants.  As 
Patton (1990) has observed, there are no rules for sample size as it depends on the 
nature and purpose of what you are investigating.  Rich and redundant data were 
collected in each team reviewed confirming the adequacy of sample size.  
Additionally the research approach overall conformed to many of Guba’s (1981) 
recommended steps for achieving credibility, transferability, dependability and 
confirmability. This included taking time to understand the business and culture of 
the case study site and use of multiple data collection methods to achieve data 
triangulation.  A summary of steps taken to ensure the quality of the data collection 
and analysis process is provided in section 3.5.2, with an overview of data collection 
objectives, stages and support tools provided in section 3.4.8. 
3.4.8 Summary of data collection methods 
A description of the different phases, data collection methods used and 
objectives of each phase is provided in Table 3.5.  
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Table 3.5 Summary of data collection phases, activities and objectives 
 
Phase Approach Activities Justification and objectives of phase 
1 Introductory 
phase 
 
 
Undertake background 
desk research on case 
study site including 
review of web sites, 
twitter feeds, published 
documents and press 
releases. 
 
Conduct project 
briefing sessions for 
Managers. Send 
introductory email to 
potential project 
participants. 
Obtain understanding of nature of business and 
develop early familiarity with the mission, 
values and culture of the organisation. (Based 
on recommendation by Guba (1981) and 
Shenton (2004) to support credibility). 
 
 
 
Communicate objectives of project and 
expected outcomes.  Answer questions about 
the project. 
 
Socialise project in face-to-face format if 
possible thereby increasing likelihood of 
participation in interviews. 
 
Conduct pilot test of questions and interview 
protocol for semi-structured interviews. 
 
2 Qualitative 
interviews 
 
 
 
 
 
 
 
Observations 
Conduct 40 interviews 
with employees and 
their managers with 
questions covering 
creativity in the 
workplace and 
employee engagement. 
 
 
 
Observe and obtain feel 
for local norms both in 
workplace and through 
observation in eight 
team meetings. 
The researcher followed a semi-structured 
interview format, asking a number of open-
ended questions in order to answer the research 
questions.  Refer to Appendix D for interview 
protocol and list of semi-structured questions, 
influenced by existing literature and 
incorporating the critical incident technique. 
Over 450 pages of transcriptions generated. 
 
 
Information collected through observations in 
the workplace and through interactions in team 
meetings supported triangulation of data that 
has been identified by Guba (1981) and 
Shenton (2004)  as important for the credibility 
of qualitative research. Observation protocols 
are provided in Appendices E and  F. 
 
Further information as to how each stage of the data collection process was managed 
is provided in Table 3.6.  
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Table 3.6 Overview of stages of project and support tools 
Stage Objective of process  How to be managed Support tools 
Project planning Identify which teams to be 
included in projects study. 
 
Selection decision 
made in conjunction 
with client organisation 
as to which teams to 
include in study.  
Participation is 
voluntary. 
 Selection guidelines 
regarding characteristics 
of teams selected, i.e., real 
team who are open to 
participating in the study. 
Project 
communications 
Socialisation of project 
with key stakeholders. 
Initial communication 
regarding projects 
objectives and 
socialisation of project. 
On-site briefing with 
potential managers for 
the project. 
 
 1.  Briefing paper about 
the project for 
management distributed. 
 2.  PowerPoint 
presentation used for 
briefing to management. 
 3.  Letter from researcher 
to study participants 
outlining objectives of 
project, confidentiality 
provisions and seeking 
their consent. 
 4. Call made to all 
participants signalling 
willingness to participate 
prior to first interview to 
answer any questions. 
Interviews To obtain perspectives on 
the characteristics of a 
work environment that 
supports creative 
behaviours and employee 
engagement. 
Notes to be taken 
during interview and 
interviews also to be 
recorded and then 
transcribed. 
Introductory email with 
information sheet and 
consent form is provided 
in Appendices G, H and I, 
while the interview 
protocol and questions is 
provided in Appendix D. 
Observations Observe physical 
environment and note 
behaviours in team 
meetings. Enables 
triangulation of data 
obtained in interviews. 
Written permission 
sought for observation 
in team meetings. 
 
Photos taken of open 
office areas. 
Observation checklists 
covering organisational 
and physical culture in 
Appendix E and F.  
3.5    DATA ANALYSIS 
This section links analysis of data to the data collection methods described 
previously.  To recap, data were collected through semi-structured interviews and via 
observations in the workplace and in team meetings.  Permission was obtained to 
record all interviews electronically, with notes being fully transcribed by the 
researcher and an external stenographer who had signed a confidentiality agreement 
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with QUT.  Additionally, notes were taken during the interviews by the researcher, to 
record behaviours of the interviewees and key messages.  The external stenographer 
was instructed to not only record what was said, but when there was laughter and 
lengthy periods of silence.  The researcher reviewed the transcriptions produced by 
the external stenographer against their notes and the recordings to ensure the quality 
of this process.  Immediately after each interview, the researcher took a few minutes 
to document impressions regarding key messages and any surprises emerging during 
the interview.  The summaries of key impressions from each interview were stored 
within the Memo function of NVivo.  All notes and transcriptions were copied into 
NVivo, a software tool designed to support the analysis of rich text-based 
information.   
Observations were not recorded electronically.  Instead the interviewer sat in 
the corner of the meeting room, noting topics discussed, and behaviours exhibited. 
Of particular interest was the level of structure in the discussion, who talked most 
and the types of interactions and behaviours displayed between those in the meeting.  
An observation protocol sheet provided a focus on identifying the physical as well as 
the social aspects of the meeting. After each meeting the notes were entered into a 
Word document and uploaded into NVivo for coding and analysis. 
3.5.1 Process for coding data 
Data were initially coded on the basis of anticipated themes based on the 
literature review. A theme captures something important within the data with a 
connection to the research question and which represents some level of patterned 
response or meaning within the data set itself (Braun & Clarke, 2006).  Master or 
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parent codes were established at the beginning of the project covering organisational, 
team, job and individual groupings.   
The researcher reviewed the transcriptions line by line and coded the data by 
theme in NVivo.  Coding was an iterative process with new themes emerging and 
groups of themes reorganised throughout the study as data were collected.  This 
process was therefore both top down and bottom up incorporating both theoretical 
and inductive processes, which Gioia, Corley, and Hamilton (2012) describes as a 
fine balancing act.  In coding the data the researcher paid attention to how each 
employee talked about an issue or several issues.  The frequency with which a topic 
or issue emerged was noted as well as the respondent’s feelings associated with that 
topic.  Attention was also paid to when an employee talked about one issue near to 
another issue.  It is recognised that the researcher’s judgement was central and 
necessary to this coding process (Braun & Clarke, 2006).  A coding reference sheet 
was developed in Excel to track this evolutionary process.  An extract of data from 
this sheet is provided in Table 3.7 overleaf highlighting examples of comments made 
during interviews, how they were coded at a parent and child level, and identifying if 
the theme had come from the literature review or had emerged through the iterative 
coding process. A longer list of examples of how the data was coded is provided in 
Appendix J. 
Additionally summary notes describing key impressions and learning points 
noted after each interview were transcribed and stored within NVivo’s Memo 
function by interview. 
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Table 3.7 Overview of parent and child notes and how developed 
Parent node Child node Definition or description Example of participants words From the 
literature 
Emerged 
from the 
study 
Organisational Culture What it’s like to work in 
this company 
It's not an authoritative business (A14) 
Alpha is very engineering-focussed (A14) 
√  
Organisational Downturn 
redundancies 
Thoughts and feelings 
related to layoffs 
We've seen 'long time' people go (A10) 
There's so much pressure to win work (A9) & (A10) 
 √ 
Individual Feelings and 
moods 
Any comments on how 
they are feeling 
You can just feel that it is a bit flat I suppose (A1) 
I'm not sure if everyone is feeling like me but I really 
feeling crap and I feel trapped (A41) 
 √ 
Individual Being busy Identification of the need 
to be busy as a motivator 
If I am busy I work better (A1) 
Usually I’ll go and ask my supervisor for more work 
(A8) 
 √ 
Job Challenge Challenges, difficulties 
faced or problems solved 
in the job 
You know some of the things we are trying to do from an 
engineering perspective are challenging - quite 
technically difficult (A40). 
I do some fairly challenging work so you need to think 
things through (A16). 
√  
Job Billable work Billable or non-billable 
work -  
Being a consulting business, payable work is king (A30) 
We are being measured on our billable hours (A33) 
 √ 
Team Culture of 
team 
What it’s like to work in 
this team 
You asked me about the group - and to be honest I am 
here because of the group (A15) 
Team bonding is not there (A14) 
√  
Team Non work – 
informal 
conversation 
Informal interactions I like the social interaction (A38) 
Our team meetings sometimes turn into gossip sessions 
(A1) 
√  
 Chapter 3: Research Design 96 
 
The qualitative data were coded and analysed using the matrix method of 
analysing qualitative data proposed by Miles and Huberman (1994), including data 
reduction, displaying and conclusion drawing with the objective of being able to 
explain a pattern of relationships and pathways (Patton, 1990).  Categories of 
information were developed using axial coding, applying both inductive and 
deductive thinking.  Frameworks were then developed with data placed within the 
framework.  Divergent or outlying comments from participants that did not fit within 
the coding definitions and emerging conceptual model were noted.  An example of 
data mapping to illustrate patterns of emerging relationships is provided below based 
on a similar model developed by Gioia et al. (2012): 
 
Figure 3.2 Overview of concepts and aggregate dimensions 
 
A learning journal was maintained throughout the project to capture the 
researcher’s impressions, challenges and emerging insights.  This journal was shared 
Having the 
right amount 
of time 
pressure
1st Order Concepts
Being Busy
2nd Order Themes
• If I am busy I work better (A1)
• Usually I’ll go and ask my supervisor 
for more work (A8)
Aggregate Dimensions
Challenging work• I do some fairly challenging work so you need to think things through (A16)
Characteristics 
supporting 
fulfilling work
Accomplishment
• …incentive will come with the 
satisfaction of you’re getting 
something done and people say it’s 
good (A14)
Learning
• I’ve learned so much and grown so 
much. .. The thing is creating something 
entirely new that didn’t exist. (A14)
Autonomy
• I can just do it (A44)
• The shots are being called by someone 
else because being a junior engineer 
(A26)
Experience & 
autonomy
relationship
Time
• Having a deadline, knowing that 
you’ve got to finish something in time, 
makes things much easier (A26)
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and discussed with the researcher’s supervisors.  Additionally, informal discussions 
occurred on a regular basis with colleagues knowledgeable in areas including 
organisational behaviour and organisational psychology to explore the researcher’s 
interpretation of what was being uncovered.  A presentation was also made of 
subsets of the findings during an academic seminar which elicited feedback.  For 
qualitative methods to be capable of evaluation they must have their canons and 
procedures made explicit, including significance, theory-observation, compatibility, 
generalisability, consistency, reducibility, precision and verification (Corbin & 
Strauss, 1990).  Many of these procedures have been followed with details of the 
research design for this case study provided in Table 3.8.  
Table 3.8 Summary of research design process  
Phase Approach Sample Data collection 
process 
Data analysis process 
1 Introduction N/A Desk research on 
case study site 
Rational and intuitive analysis by 
researcher. 
2 Qualitative Invite those 
open to being 
interviewed  
Semi-structured 
interviews 
 
Data coding 
Data reduction 
Data displaying 
Conclusion drawing 
Testing of findings with 
supervisors and other academics. 
Identification of theoretical 
implications of findings 
Identification of findings 
generalisable to other 
organisations 
(Support provided by NVivo to 
identify and record themes) 
3 Qualitative All team 
members 
participating 
in meeting 
Observation in team 
meeting 
Observation of 
physical 
environment. Take 
photos. 
Capture impressions about 
meetings on observations 
checklists 
Compare results to findings in 
existing literature 
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3.6    ETHICAL CONSIDERATIONS 
In undertaking research involving human subjects, consideration must be given 
to the ethical nature of their treatment, with Cooper and Emory (1995) highlighting 
the need to anticipate ethical dilemmas and to adjust design, procedures and 
protocols accordingly.  Steps taken to protect the participants in the interviews 
included: inviting participation, as opposed to mandating it; asking all respondents 
the same questions and treating all respondents in the same manner throughout the 
research project; asking for their permission to cite them directly for certain 
comments they may make; and offering to report back to them the key findings.  An 
example of the consent form is provided in Appendix I.   
Ensuring the confidentiality and protection of data both at an individual and 
organisational level is essential for the researcher, for QUT and also for the case 
study site.  As the methodology involved the collection of data from human subjects, 
the research process was approved by the QUT Ethics committee, reference number 
1400000710, prior to project commencement and conformed to the QUT Code of 
Conduct for Research (MOPP D/2.6), and the National Statement on Ethical Conduct 
in Human Research (2007).  Steps taken to ensure the confidentiality and protection 
of data at both an individual and organisational level are described below.  
3.6.1 Steps taken to ensure the confidentiality of individual responses 
To ensure the confidentiality of the organisation and those participating in the 
study, all participants were allocated a code to ensure non-identification.  Similarly, a 
code was allocated to all clients and projects.  Where reference was made to working 
in a particular country that might reveal the participant that country was referred to 
as ‘international’.  Correlation data, between people participating in the study and 
their code was kept securely and not made available to the case study site or any 
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other persons beyond the supervisory team. Demographic information was also 
collected from each respondent and provided a deeper perspective on the data 
collected.  Specific quotes from respondents are presented with the code identifier.  
Where there was concern that a quote may reveal a person, it was not included.  The 
raw data, reports, learning journals and consent forms were stored securely on the 
QUT server, which is backed up regularly.  A data management checklist was 
submitted as a part of the research project, with QUT requiring all data be kept for 
seven years.   
3.7    CONCLUSIONS ABOUT THE METHODOLOGY 
In summary, a realism paradigm was adopted and operationalised with a 
qualitative methodology with a single case study as the research strategy.  The 
research approach incorporated semi-structured interviews and observations to 
support data triangulation as recommended by Creswell (2003).  The analysis 
techniques chosen facilitate the uncovering of meaning from the interviewees 
experiences which could then be compared against contemporary literature.  A 
number of steps were taken to ensure the quality of the research process.  Limitations 
in the research approach were also identified.  Research gaps, research questions and 
research objectives are now summarised in Table 3.9. 
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Table 3.9 Overview of research gaps, research questions and research objectives 
Research gaps Research questions  Research objectives Methodology 
Research into the characteristics of a work environment that 
have influenced creative behaviours have been developed by 
scholars including Amabile et al. (1996); Anderson and West 
(1998); Isaksen and Ekvall (2010) and Woodman et al. 
(1993).  However, no single model or theory has effectively 
captured the complexity of this multi-faceted concept or 
identified which characteristics have the greater level of 
influence on the existence of a work environment that fosters 
creative behaviours. 
RQ1:  How do the 
characteristics of a work 
environment influence 
creative behaviours? 
Identify the key dimensions of a work 
environment that supports creative 
behaviours 
Qualitative 
In-depth interviews 
Observations in team 
meetings 
 
 
A need for further study into the relationship among the 
potential antecedents and consequences of engagement has 
been proposed as necessary because they have not been 
rigorously conceptualised and studied and as a consequence 
there is an inadequate understanding of work engagement’s 
nomological network (Macey & Schneider, 2008; Saks, 2006; 
Shuck & Wollard, 2010).  
RQ2:  How do the 
characteristics of a work 
environment influence 
employee engagement? 
 
Identify the dimensions of employee 
engagement and contribute to the building of 
a nomological network for the concept. 
Qualitative 
In-depth interviews 
Observations in team 
meetings 
 
 
The existence of a relationship between a work environment 
that fosters creative behaviours and engaged employees is 
proposed (Isaksen & Ekvall, 2010), but there is a lack of 
empirical evidence providing support for the direct 
relationship between the two environments. 
RQ3: What is the nature of 
the relationship between 
characteristics of a work 
environment that support 
creative behaviours and 
employee engagement? 
Increase our understanding of the 
relationship between a work environment 
that supports creative behaviours and 
employee engagement. 
 
Identify the key influences of a work 
environment on both creative behaviours 
and employee engagement. 
Qualitative 
In-depth interviews 
Observations in team 
meetings 
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 Additionally an overview of the five major steps in the research process, are 
mapped below in Figure 3.3. 
 
  
Figure 3.3 Map of major steps in research process  
 
Having outlined the research design, the next chapter will examine the 
characteristics and dimensions of each team within the context of the first of the 
three research questions.   
LITERATURE 
REVIEW
Step 1 Step 2 Step 3 Step 4 Step 5
Work 
environments 
and creative 
behaviours
Work 
environments 
and employee 
engagement
Outcomes
Data to inform 
research design 
and analysis
Interviewing 40 
team members 
and managers 
across five teams
INTERVIEWS
Observing 
behaviours in 
team meetings
Collecting 
organisation
background 
information
OBSERVATIONS
Compare data 
across teams
for each question
Compare findings 
with existing 
literature 
Outcomes
Results to inform  
development of 
new models and 
theories
COMPARATIVE
ANALYSIS
Describe new  
conceptual 
model
Describe 
implications of 
findings  for 
management 
practice
Outcomes
Describe 
limitations & 
Future research 
opportunities
EMERGING 
FINDINGS
Present data for 
each team
for each question
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Chapter 4:  Findings – Work Environment Characteristics and 
Creative Behaviours 
4.1    INTRODUCTION  
In this chapter analysis of data in relation to the first research question (RQ1) is 
presented:  How do the characteristics of a work environment influence creative 
behaviours? 
This chapter is organised into five sections.  In section 4.2 the characteristics of 
work environments and their influence on creative behaviours is discussed for each 
of the five teams, and then summarised.  In section 4.3 findings are compared across 
teams.  In section 4.4 the influence of organisational characteristics on creative 
behaviours is considered with section 4.5 summarising findings.   
4.2    CHARACTERISTICS OF WORK ENVIRONMENTS INFLUENCING 
CREATIVE BEHAVIOURS 
The background and characteristics of the five teams investigated as a part of 
this study are described within this section.  The findings are grouped into seven 
categories that emerged from the thematic analysis described in Chapter Three and 
from consolidation of common themes and elements.  For example, findings related 
to ‘idea sources’ and those relating to ‘time for new ideas’ shared a common focus 
on ideas and so were grouped together.  ‘Expectation setting’ and ‘autonomy’ were 
also related to the job and level of direction, and so were similarly clustered.  After a 
short introduction to each team, the six areas discussed include: the nature of work 
and job challenges; expectations and autonomy; team meetings and knowledge 
sharing; social and physical environment; and idea sources and time for new ideas.   
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A visual representation of the discussion is provided at the beginning of each team 
description. 
4.2.1 Team One – Influences on creative behaviours 
Discussion around those characteristics which most contributed to creative 
behaviours within Team One is organised under the following themes as illustrated 
in Figure 4.1.  
 
Figure 4.1 Organisation of discussion on influences on creative behaviours in Team One  
 
Background information 
Team One provides finance operations services to the organisation.  Eight 
members of the team were full-time and one was part-time.  The eight full-time 
employees were interviewed for this study and two team meetings were observed.  
All team members interviewed were female and had worked in the team for at least 
two years.   Recently two team members had been made redundant.  The impact of 
this change on team members’ feelings of safety and engagement is explored in the 
next chapter.  An illustration of the organisation of work within the team is provided 
below in Figure 4.2.  For this team alone, the Director’s role was included in the 
organisation chart as the incumbent had a deep involvement in team activities which 
was not evident to the same extent in other teams. 
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Figure 4.2 Team One organisation chart  
 
Nature of work and job challenges  
The team is comprised of two sub teams, Accounts Receivable and Accounts 
Payable. Each team member has a distinct piece of work and manages the end-to-end 
processes inherent within it with a high level of independence.  Work includes 
responsibility for accounts payable and accounts receivable.  Challenges encountered 
for all roles related to both tasks and relationships.  Task-related challenges included 
that the team is regularly introducing new systems and processes, which can have 
problems.  In addition, reconciling systems and accounting records can be 
demanding, but team members appreciated the challenge:   
So that kind of reconciliation and actually making sure that that’s why 
there’s a difference there, that’s the kind of issue that I come across.  Well, 
yeah, we don’t have enough hours in the system or they’ve got more or 
we’ve got more or the rate’s changed and we haven’t been informed and it 
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hasn’t been updated.  It’s, yeah, it’s fun.  I actually do enjoy it.  I like getting 
to the bottom of things (A4). 
Along with challenge, variation in work tasks was also identified as important 
to job interest: 
I like that I have variation; I don’t do the same thing day in and day out.  I 
wouldn’t be able to sit there and do the data entry and checking all day and 
all night.  I would find that so boring (A6). 
Challenges in dealing with some internal clients and third party agencies were 
referred to by several team members.  Relationship challenges tended to be related to 
project managers or internal clients who don’t provide timely information, impacting 
on key deliverables, as opposed to any relationship challenges within the team itself.  
For example:   
Pleasing a lot of the engineers is the most challenging.  A lot of them can be 
hard to get along with (laughs) sometimes.  They’re all very, very like highly 
stressed and a lot of them are travelling (A7). 
 Potential reasons for challenges from these interdependencies of work were 
explored together in team meetings, and possible solutions or workarounds 
discussed.  All team members were observed contributing to discussions even if the 
problem was in another team member’s area.  These behaviours demonstrate ‘intent’, 
as identified in the definition of creative behaviours.  They also highlight the 
situational context, with the ideas emerging from the interaction between the people 
in the team meeting and the challenges faced.  Throughout the meetings, the manager 
was observed listening to the employee describe the problem, asking the employee 
for their opinion on next steps, providing advice and guidance to the employee to 
resolve the impasse, and then offering to intervene if that was required.  These 
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actions, which fit the definition of creative behaviours, appeared to be very 
empowering and indeed all team members reported valuing the guidance and support 
of their manager during the interviews:  “[Manager] always sort of listens and so do 
the other girls”(A6).  Alignment between what was discussed in interviews about the 
manager’s behaviour and what was observed in team meetings was an example of 
data triangulation in this team. 
Summarising key points from these narratives related to the nature of work, it 
appears that team members experience considerable satisfaction in solving problems.  
Solutions to problems often emerge through discussions with colleagues about the 
source of the problem and possible ways forward.  An individual retaining ownership 
of the solution to a problem appeared important to empowerment, even though others 
offer suggestions.  Variety in work tasks keeps the employee stimulated and 
motivated. 
Influence of managers on work environment   
The manager’s relationships with team members and their positive attitude 
towards new ways of working was a key influencer on creative behaviours.  Through 
behaviours of active listening, questioning and providing recognition and support, 
they contributed to the creation of a work environment that was open. Both the 
Manager and the Director of Team One played a key role in promoting new systems 
and processes: “[Director] comes up with a lot of the big, new ideas” (A7). Another 
team member also noted: 
[Director] He is our ideas man (laughter).  He has great ideas. He is really 
into the whole technology thing and he can see where the future is going sort 
of thing (A1).   
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Examples of the manager modelling behaviours that promoted the value of new 
ideas were also evident, highlighting the value that greater levels of experience may 
play in new idea generation.  Within this team, an attitude of seeking continuous 
improvement was communicated and modelled by both the Manager and Director.  
Encouragement for proactive behaviours is evident in the following comments: 
Usually we’d go to [Manager] first and she’s quite open to – if you’ve got a 
new idea and she thinks it’s better than what we’ve already got, she’d go for 
it (A6). 
 
They’ll always listen to you.  And then they’ll always come back with:  
Well, yeah that’s a good idea, or:  No, because we’ve tried that already 
before.  If you want to try it again you can, it’s up to you.  But we have tried 
it before and it hasn’t worked, you know that sort of thing (A3). 
 
We are continually having to be aware of what is going on in the business 
and making sure that our systems are updated ...  We have ideas about what 
is going on with what is being implemented and talk to him about that and 
talk it through with him and then change whatever we think might need 
changing.  As we are the ones working with it, aren't we.  He has got the 
idea, but we are doing the practical works so, we might have ideas that could 
improve it (A1). 
It is clearly a group norm within this team to be open to new opportunities to 
improve the way that the team works.  This norm is promoted through the openness 
of the Manager and Director to new ideas, and by their actions in anticipating future 
needs of the business.  New ideas often come directly from the Manager and Director 
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highlighting the value of their experience, as well as the influence that comes from 
their management status. 
Expectations and levels of autonomy 
To a large extent the manager sets expectations in relation to milestones and 
then each team member sets their own targets for their role.  They appear free to 
determine how to prioritise and organise their work to achieve these milestones. 
Comments made in interviews to reflect these points include: “The Manager has 
clear expectations of what she wants us to do” (A7). Other team members noted: 
I structure my weeks how I want to.  But I still have timeframes for certain 
things, ... but I like that [the manager] will kind of take a step back and you 
have to, I guess, know yourselves, your deadlines and different things like 
that (A6). 
 
Well, there is a priority obviously in every role that I do.  Some things are on 
a day-to-day basis of prioritising; some things are maybe twice a week 
prioritising; and some things are once a month.  So it just depends on what 
I’m doing as to what’s making it a priority. (A5). 
Members of this team clearly value control over their work.  Some team 
members commented specifically on how much they disliked being micro-managed 
and how it impacted their motivation.  For example, two team members described 
previous experiences in other organisations where they had been micro-managed: “… 
the supervisor at the time was very pedantic as well, so if you put a full stop in 
something instead of a slash, that wasn’t good enough” (A7). 
And also: 
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[Manager] is good in the sense that she doesn't micro manage and I've had 
previous jobs where I have been micro-managed to the ’t’… and sometimes 
I was just like wow - let it go.  Like a two sentence memo that I had to send 
out she would completely rewrite it and I thought - just write it yourself then 
(A2). 
Being able to control how and when a task is undertaken is clearly important to team 
members.   
Team meetings and knowledge sharing 
Formal team meetings are held monthly for each sub team, Accounts 
Receivable (three participants) and Accounts Payable (four participants), and take 
around 30 minutes each.  Meetings follow a standard structure with each team 
member providing verbal status updates on their activities and any challenges they 
are facing.  This is followed by a problem solving discussion with the manager and 
other members of the team.  The manager asks team members their views on how to 
respond to challenges before offering their own view.  All team members have the 
opportunity to speak and all actively support each other.  Meetings are characterised 
by a great deal of laughter.  Other topics addressed in the team meeting typically 
include lessons learned from new systems implementations and exploration of any 
other new ideas.  
Social environment of Team One 
High levels of informal interaction between team members demonstrate 
cohesiveness and close friendships.  Informal conversation and laughter among 
members of the team is apparent both in daily interactions and in monthly team 
meetings: 
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We usually have a good chat in the morning – we do get in trouble for 
chatting too much.  But, we usually ... there’s about a group of four or five 
of us that go to lunch together and sometimes we do try to, when we can all 
get a chance to meet outside of work, we usually try and take it (A8). 
 
I think that you need to have some general chit chat - you know - they are 
still working but we sit close enough - so that we can all still have a bit of a 
chit chat or a laugh or something but I think in itself is stimulating as well. 
Because otherwise you just sit there on the computer and … I don't find that 
to be a good working environment (A1). 
Levels of trust within the social environment mean that all members feel safe in 
presenting contrary views as to how to solve a particular problem: “So they’re very 
definitely open to any sort of ideas that you can put forward, to make things better of 
course” (A3).   
I think when people are joking around with each other and feel free to, you 
know, if someone’s made a mistake they’ll just go:  Oh, you’ve done that 
wrong.  I think everyone’s really happy when no-one seems to be protecting 
their own job by worrying about if they’re making a mistake or asking a 
stupid question (A7).  
Close physical proximity facilitates interactions and team cohesiveness, 
deepening trust.  With deep levels of trust, team members feel comfortable in 
disclosing errors or mistakes, which is a creative behaviour as it fosters openness and 
learning.  The team benefits from shared objectives or norms for identifying ways to 
improve the way work is done within the team. 
Physical environment and interactions  
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Team One members sit in close proximity to each other in a large open space 
area, which promotes informal knowledge sharing, problem solving and the 
development of relationships.  Additionally the team meets more formally, as 
described above, in a meeting room, once a month where the team sits around a large 
table, with a screen used to display different Microsoft Excel reports.  Design of the 
physical environment in the workplace, and also within the meeting rooms, 
facilitates open conversations.  However when periods of intense concentration are 
required in the workplace, team members will wear headphones with the dual 
purpose of blocking out office chatter and signalling that they not wish to be 
disturbed.  Interactions with other teams inside Alpha appear to be limited: “Well, we 
don’t really have that much to do with the other teams” (A7). 
The most frequent interactions are with the other Finance team, the 
Accountants. This is evident in response to questions about how the team relates to 
other teams. One respondent noted, “So we obviously relate to the accounting team” 
(A3), while another stated, “Cause we do the really nitty gritty stuff - while they do 
the more high level stuff” (A1).  Occasional interactions occur with the Human 
Resources team who are physically located close to Team One.  These tend to be 
informal events such as a joint team lunch. 
Source of new ideas and time for new ideas  
Types of incremental improvements within Team One are generally related to 
the introduction of new systems and processes.  Interviewees this as the most 
challenging aspects of the role: “It is always our online systems and the different 
changes. And not only our online systems, but adopting outside company's online 
systems to make our systems work better as well” (A1). 
 Chapter 4: Findings – Work Environment Characteristics and Creative Behaviours 113 
These incremental changes involve modifications to working practices as well 
as systems.  Additionally, team members actively contribute ideas as to how 
processes can be improved or problems solved, which is a more incremental form of 
change.  Joint problem solving occurs both in team meetings and during informal 
discussions in the workplace: 
I suppose we bounce ideas off each other and say:  Do you have this 
problem when doing this?  Is there any way? ... Has anyone thought of ? ... 
Have you got that problem and how did you cope with that?  And then I 
suppose then we implement things.  It’s really from discussion that changes 
occur (A5).  
 
Everyone just tends to ... because we’re a relatively small team, everyone 
just tends to stand up and go:  Does anyone know anything about this?  Or:  
Can someone help me with this?  Someone will put their hand up, so I don’t 
think you need to be in a meeting or anything to see that sort of atmosphere.  
As I say, just standing there, anytime of the day (A3). 
These comments show how team members raise issues with each other.  Having 
discussions with other team members is a key part of the problem understanding and 
solution development and testing process.   
In Team One, both the nature and volume of work provides enough time for 
new ideas related to new processes and systems to be explored, although these types 
of changes were usually secondary to core business activities:  “But you know when 
the pressure is on - you still need to think of the ideas to make it not so pressure 
filled” (A1). 
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Most definitively, especially now as work is sort of quietening down, there's 
a lot more time to look at procedures and make notes and all those sort of 
things (A2).   
The same respondent later noted:  
“Of course there are times when it is like - I have a lot of things to get done. 
But generally, since starting here, even when we were busier you've always 
had time (A2).   
Generation of new ideas to improve the way work is done is considered 
important and there is typically enough time to do this.  As mentioned previously, 
this problem solving and ideas generation process is often undertaken collaboratively 
with other team members. 
Summary for Team One 
Team One appears to be a cohesive team, with independent job roles and 
potential for learning built into their team processes and the team’s very verbal 
culture.  The manager’s behaviour in encouraging openness and in providing support 
is important in facilitating discussions on new approaches.  Technological advances 
provide the opportunity to improve effectiveness and efficiency.  Comments made 
during interviews revealed that team members were very open to new ideas and to 
implementing new systems and processes.  They also welcomed job variety and the 
challenging parts within their roles.  Monthly meetings were a knowledge sharing 
and problem resolution forum, which promoted creative behaviours and team 
cohesion.  A strong sense of friendship and mutual support was also evident. 
Creative behaviours noted in Team One included: listening to others views, 
new ideas and problems, and providing advice and support; reflecting on learning 
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from challenges faced in work; supporting others when mistakes are made; and 
spending time building relationships through informal discussion.  Environmental 
factors within the team that support creative behaviours include an open plan office 
that facilitates easy access to other team members, combined with a group norm of 
enjoying informal discussions.   
A visual summary of the characteristics of Team One that influence creative 
behaviours, are provided below in Figure 4.3.  No meaning can be inferred from the 
size of bubbles or length of connectors in the image, which is a metaphorical 
representation of findings in Team One. 
 
Figure 4.3 Overview of characteristics of Team One influencing creative behaviours 
 
4.2.2 Team Two – Influences on creative behaviours 
Discussion around those characteristics which most contributed to creative 
behaviours within Team Two is organised under the following themes as illustrated 
below in Figure 4.4. 
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Figure 4.4 Overview of characteristics of Team Two influencing creative behaviours 
 
 
Background Information 
Team Two provides services to the Australian/Asia Pacific organisation across 
the areas of marketing, communication and knowledge management.  Findings for 
Team Two were obtained from interviews with five of the six team members.  No 
team meetings were observed.  A representation of the team in an organisation chart 
is provided below in Figure 4.5. 
 
Figure 4.5 Team Two organisation chart 
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The team was recently been downsized with responsibilities split from one 
large team across two teams, with the other team having a more direct focus on 
business development.  There are now six team members, both male and female 
remaining within this team.  Team roles are highly independent as a result of both the 
nature of the work and the geographic separation of team members.  In an 
environment of business uncertainty and stress, resources available to support their 
activities are limited.  This has impacted on their capacity to invest in new projects 
and support existing ones.  Additionally, recent redundancies have directly 
influenced feelings of security for some team members.  The impact of the uncertain 
business environment was a source of comment: “There's so much pressure to win 
work, that there's not as much focus on the people who are left here. You've got 
survivor guilt of still being here” (A10). 
A similar comment about the unsettling feeling in the workplace following 
recent redundancies was made by two other respondents. 
…‘cause like when I first came in there were like 17 people.  And it comes 
to a point when everyone was really low - but then it was not just the 
department - it was the whole place - it was really gruelling because it was 
so unsettling.  And when times are unsettling sometimes it makes people 
very cautious - or people will go the other way and then - that's when I see 
that morale gets low and people just get sloppy.  It is not just because they 
are always sloppy it is because of the surrounding of the situation (A11). 
 
I guess because there is so much pressure the environment is really difficult.  
You know we've lost thousands of people globally so we have less people 
but - a bigger work load and higher expectations to get things delivered and 
everyone has stress (A9).   
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Stress is apparent in this team as a result of recent layoffs prompting feelings of 
insecurity and cautious behaviours. Layoffs have also resulted in higher levels of 
work for those remaining.   
Nature of work and job challenges  
As shown in Figure 4.5, Team Two encompasses three city and two country 
locations.  Examples of the type of work undertaken by the team include the 
development of proposals and pitches to win new business for Alpha, design of 
creative media and conference management.  These activities require the application 
of creative thinking and design skills, as illustrated in the following comment: 
The most interesting thing I think I’m doing is something that is difficult - 
that is technique.  Interesting is every day you seem to find new knowledge, 
new problems and new difficulties and you’ve just got to come up with some 
sort of solution to deal with it.  You know, I guess it’s never boring (A14). 
Identifying new knowledge related to techniques or solutions in response to 
emerging challenges is a characteristic of the work.  This characteristic makes the job 
interesting and stimulating. 
Influence of manager on work environment 
The manager of the team was a relatively recent appointment from an internal 
reorganisation.  Leading a team that had recently been downsized required a 
supportive style: “My manager is very supportive. They don't cram me or breathe 
behind my neck.  We work very well in terms of building ideas and the expectation on 
me.” (A11).  The same employee commented that:  “I like to think that the manager 
is very important. ...  And the manager right now is very objective” (A11). 
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As Team Two had no formal meetings during the research study it was not 
possible to observe the manager’s behaviour with team members.  However, 
comments were made about the high level of autonomy given to team members by 
the Manager, as detailed in the following section. 
Expectation setting and autonomy  
The way that expectations are set is closely related to the level of autonomy 
and control given to an employee.  Employees in this team operate with a high level 
of independence and expectation setting is largely left to the employee’s judgement: 
“Very little to be honest.  I don't think that I've ever got … I think that you assume 
responsibilities more than they are given” (A12). 
Expectations are also defined by internal customers’ requests for services: 
“…when I am being briefed for a job - I naturally want to know what's the nature, 
what does it entail … what’s the deadline most importantly” (A11). 
Team members in Team Two are experienced, all possessing at least two years 
of experience within Alpha. Two team members possess between six and eight years 
of experience in Alpha.  Eighty per cent of those interviewed in Team Two reported 
having a high level of control in their daily work.  Independence of action is reflected 
in the following comments from team members: 
I think I touched on this before - because of the way the organisation works 
and that you are responsible for your own destiny here. … we are super 
autonomous in what we do (A9). 
 
I think that it is all up to yourself. … I have to work in a team ... and 
influence people and bring out the best in the knowledge of the people 
(A12). 
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This comment also reflects the value of working in a team as well as 
possessing a capacity to influence others.  A job which provides both autonomy and 
challenge are mentioned together as important in the following comment: 
I guess I like being challenged a little bit.  And I like to have quite a bit of 
freedom to decide what’s the right course of action to get the best result out 
of it (A14). 
Clearly, team members enjoy a high level of autonomy in determining how to 
achieve their objectives.  However, a challenge in doing this relates to the competing 
demands for their services combined with limited access to resources: “And there's 
that double pressure to deliver more with less people and less resources because it is 
difficult to outsource because we are not meant to be spending money” (A10). 
Creative behaviours evident in this team include acting independently and 
showing initiative in an environment of limited resources.  Related to this is a skill in 
being able to influence others and utilise other’s knowledge. Building on this last 
point, the discussion now moves to team meetings and knowledge sharing processes 
in the team. 
Team meetings and knowledge sharing 
The team is split across three sites and four locations so meetings are held 
online via LYNC, or by telephone rather than in a face-to-face format:   
We try to catch up weekly.  We have a LYNC meeting. ... We dial in - but it 
is just through the computer.  Like a teleconference - with no visuals - but I 
can share my screen.  We are across three locations - we tend to just jump on 
the phone.  Which works pretty easily. (A9) 
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The format for the meeting includes getting a status update on what all team 
members are currently doing, including challenges they are facing, as well as an 
update on what is happening in the business: 
What we do is we go through everybody's workloads - we have a discussion 
around what are you working on and do you have any challenges.  What I 
have started to do now - which they haven't done before is have a business 
update.  A lot of the time these guys have absolutely no idea what is 
happening from a business perspective.  Where we are trying to seek work?  
Whether we are winning work?  Whatever we are focusing on.  Generally 
whatever is happening in the business and what comes out of the leadership 
team meeting.  I try to pass that information to them as much as I can. (A9) 
These meetings were not observed by the researcher. 
Team social environment  
The team social environment has variously been described as friendly, 
fragmented and dysfunctional as the result of recent redundancies.  Additionally a 
lack of communication regarding the direction of the business has been unsettling for 
team members.  These points are reflected in responses to questions about the team 
environment: “A little bit dysfunctional. Grey as in its - there are some grey areas in 
terms of what is happening ... There's no kind of clear direction” (A10). Another 
team member noted: 
Socially - at an individual level it is actually pretty good.  I think that the 
culture of the place has taken quite a big dive in the last two years … with so 
many retrenchments and the uncertainty of the market and exposure to 
mining with clients not spending as much - losing colleagues - all of those 
types of things puts a dampener at a group level (A12).   
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The physical separation also plays a part in making the team feel fragmented: 
That's a tricky one - because we are across a couple of regions.   If we were 
all in the office - it would be a lot easier. … To be honest, our team is a 
mess.  We've got a lot of work to sort it out (A9).  
These comments reveal challenges with team cohesion and direction, largely as 
a result of the stresses caused by the business environment.  Physical separation of 
team members has made it harder to build a more cohesive team.  However, team 
members are displaying a level of resilience despite their challenges, being described 
by one team member as: “Personable. Hard working. Frustrated” (A9). Another 
respondent made a similar comment about the conflicted way that some team 
members are feeling:  
All the individuals that I work for are all genuinely good people to work 
with - we are all messed up in our own way - some of them more than 
others ... but ... fundamentally they are there for the right reasons - and 
while there is politics - there is no base of any meanness or viciousness or 
any negative styles (A12). 
The use of the term ‘all messed up’ reveals feelings of pain and confusion. 
Physical environment and interactions   
As illustrated in the organisation chart Figure 4.5, the team is physically split 
across three sites and in two locations in the Brisbane office: 
So myself, A11 and A10 - all sit very close together - we’re kind of like on 
the same pod.  Kind of thing.  A12 maintains a desk there -  where he used to 
sit - but he is just never there.  Like he just sits down on level 1.  And has 
done since February this year.  He kind of moved away from his team.  And 
 Chapter 4: Findings – Work Environment Characteristics and Creative Behaviours 123 
that is because he is working mainly with the infrastructure guys and he 
moved close to his client group (A9). 
Consequently, face-to-face informal interactions were limited to those staff based in 
the Brisbane office.  Like other teams in Brisbane, team members were physically 
located around a low S wall on the same ‘pod’, although one team member spent a 
significant amount of time working at another desk on another floor.  Opportunities 
for informal conversation with all team members were observed to be significantly 
less than for other teams because of the physical separation.  This point is illustrated 
in the following comments about the social environment of the team: “If we were all 
in the office - it would be a lot easier - because we would all be able to go down for 
lunch on a Friday” (A9). 
The Brisbane based team is physically located close to the Managing 
Director’s (MD) office.   This has advantages in being accessible to senior staff for 
informal conversations: 
We are pretty lucky - because where we physically sit is close to people like 
[senior staff members] … so we are in a pretty good position in terms of 
being able to catch people - such as [name] who comes out if he has any sort 
of communication issues or questions.  So the accessibility to those guys is 
quite good for me. And also a lot of senior managers will come up … so you 
tend to get that foot traffic and it allows you to catch people ... and have 
those conversations (A9). 
In addition to access to management, Team Two members have a number of ‘across 
team’ interactions: “The marketing department does quite well in the sense that 
people come to us” (A11). Another team member noted: “For us to be successful in 
the infrastructure game - we have to rely on a lot on other teams” (A12). A third 
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stated: “Probably the team that is the closest to us would be the CAT team - Client 
Action Team - Business Development” (A9). 
Those team members physically located at the same pod in Brisbane have a 
high level of informal face-to-face discussions.  Team Two also has a high level of 
interaction outside of their immediate team, and indeed rely on other teams to 
support them.  Those in the Brisbane office take advantage of their physical 
closeness to senior management ‘foot traffic’ to have frequent informal 
conversations to support their work. 
Sources of new ideas and time for new ideas 
The frequency of new challenges encountered in their daily work contributes 
not only to job interest but also to new knowledge and solutions.  For example, 
challenges include preparing a bid for work in a market where Alpha is not perceived 
to be a dominant player.  Drivers for new ideas within Team Two come from a range 
of internal and external sources such as the business units or the external media: 
From the team. …  The task is when the business units are calling us to say:  
Hey, this is a big conference coming, a big proposal coming, I really need 
this client ... And then we get a task so we will sit with the business units to 
get ideas, to understand what they want to create (A14). 
 
I guess that it is a mix of everything.  It depends if it has come up in a 
newsfeed or from different things like that, externally from different sites 
and things that we subscribe to. … Something will come in and we will go - 
that's a really good idea. … It could be - an idea from a magazine 
subscription - it is not just online ... people going to conferences and hearing 
things and coming back (A10). 
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Ideas can also come from the physical external environment: 
Everywhere. My ideas come from sitting on the train station - or while 
thinking about a job that I am doing. … A lot has to be from the media.  
When I am shopping  - everything.  I get my ideas visually (A11). 
Sources of ideas include other team members, clients and as range of external 
media.  However there are constraints on the development of new ideas such as the 
need to conform to corporate guidelines: 
In terms of developing new ideas - this is a team that has been highly 
reactive.  And reactive to what their clients want.  A lot of what has been 
required from the team in terms of 'creative' has been dictated by global. 
There are a lot of constraints regarding branding and which templates we can 
use (A9). 
Interesting comments were made about the influence of the culture of Alpha 
on the innovation processes in the team:   
Look it’s probably one of the things that the business prides itself on - the 
very little structural impediments to doing something. It’s funny because I 
used to go around the world doing a lot of planning and training and stuff 
like that  - you'd hear people working on businesses for the most obscure 
things. People can do what they want.  That is why the company has 280 
patents for technology. ... Alpha is very different and one of the key 
differences to many of its competitors ... and the only way you can do this is 
to allow people a lot of freedom.  Ideas like I said at the start, it is easier to 
ask for forgiveness than permission.  If you've got an idea - even if someone 
says no - that doesn't necessarily mean no ... because you've got lots of 
bosses … you can  - within bounds - do what you want (A12). 
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Points of interest from these comments related to creative behaviours include the 
lack of structural impediments to initiating new ideas, and the statement that it is 
easier to ask for forgiveness than for permission.  There is a sense of allowing people 
to ‘play’ with ideas.  These procedural and cultural aspects of Alpha will be explored 
in greater detail in section 4.4.  The team was split on the question as to whether or 
not they had sufficient time to explore new ideas without the pressure to deliver on 
current priorities.  Forty per cent of respondents said yes, 40 per cent said no, with 20 
per cent indicating 50/50.  Comments made in response to this question follow: “Yes 
and No.  For me I guess I don't have the daily pull of being billable for project work” 
(A12). 
Yes you do get your very urgent jobs … but for me if you are going to give 
me that much work in that much time then you are only getting that much of 
quality (A11). 
 
Absolutely not.  Particularly, in a shared services role.  Shared services here 
- marketing, finance and legal all the people who don't bill are very much 
seen as the poor cousins (A9). 
Clearly there is a relationship between quality of delivery and time provided.  
Additionally, feelings of not being appreciated because of a lack of ‘billability’ are 
evident.  This point related to notions of identify and status will be explored further 
in section 5.4.5 
Summary for Team Two 
In summary, those factors impacting on creative behaviours in Team Two 
relate to limited resources, both people and budgets, feelings of security following 
recent redundancies and a lack of overall direction in an uncertain business 
 Chapter 4: Findings – Work Environment Characteristics and Creative Behaviours 127 
environment.  Additionally, a lack of physical closeness limits informal interactions 
and team cohesion, although those members of the Brisbane office near the 
Managing Director’s office benefit from informal access to senior managers passing 
their pod.  However team members are used to working independently, interact quite 
frequently with other teams and have displayed a level of resilience within a difficult 
environment.  Ideas emerge in response to requests from internal clients and from 
opportunities spotted in the external environment. 
Creative behaviours noted in Team Two include: scanning the external 
environment for new ideas; embracing the autonomy given to the role and trying new 
things, even if permission has not been provided; and showing resilience to deliver in 
an uncertain business environment with less resources.  A visual summary of the 
characteristics of Team Two that influence creative behaviours are provided below in 
Figure 4.6. 
 
Figure 4.6 Overview of characteristics of Team Two influencing creative behaviours 
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4.2.3 Team Three – Influences on creative behaviours 
Discussion around those characteristics which most contribute to creative 
behaviours within Team Three is organised under the same themes as previous 
teams, as illustrated below in Figure 4.7. 
 
Figure 4.7 Organisation of discussion on influences on creative behaviours in Team Three 
 
Background information 
Team Three provides a range of specialised structural engineering services to 
their clients.  Like other engineering teams they work in project mode.  Findings for 
Team Three have been obtained from interviews with 13 team members and from 
observations of three team meetings.  Additionally the researcher observed a 
presentation to senior management by the team about the nature of work undertaken 
and lessons learned. 
Team members are from eight different nationalities, making it the most 
culturally diverse team reviewed within the study.  Team members have varying 
levels of experience, from recent graduates to chartered engineers, with many 
possessing advanced qualifications.  Nearly half of all team members have between 
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six and ten years of experience, with 35 per cent having between two and five years 
of experience.  Two team members have over ten years of experience while there is 
only one with less than two years of experience.  All team members were male and 
were interviewed as a part of this research project. 
The structure of the team is outlined in Figure 4.8 below.  From this chart it 
can be seen that there is a second level mentoring structure in place in the team, with 
all work undertaken by recent graduates being closely monitored.   
 
Figure 4.8 Team Three organisation chart 
 
In terms of typical project size, work undertaken by the team tends to be 
smaller projects than those undertaken by other engineering teams in the 
organisation: “… we work on smaller jobs, smaller projects, whereas other groups 
work on bigger jobs, bigger projects” (A26). The size and makeup of the team 
assigned to the client project will vary depending upon skill need and client budget.  
The project could be small involving two or three team members only, or could 
involve the entire team.  Duration of the project could vary from a few weeks to a 
few months. 
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Nature of work and job challenges 
Nature of the work involves investigating and subsequently recommending an 
approach to repairing existing equipment at a client site.  Equipment could include 
heavy machinery and plant such as boom tips, butterfly stackers or tippers.  
Equipment could have been damaged by inappropriate use, corrosion or storm 
damage.   The team undertake their analysis using engineering tools and techniques. 
It is often the situation that the client’s assets are broken, and production may 
have stopped.  As a result a speedy resolution to the underlying problem is required 
Problems tend to be complex, and the client has often been unable to solve the 
problem themselves.  These challenges create a valued learning environment and 
provide a sense of accomplishment for team members, as one team member noted: 
“When they are challenging I think - that brings out innovation: how to research - 
how to manage the problems” (A28). Other team members commented: 
Like the bigger challenges in our projects - these are the projects when I 
need to do my best thinking - when we have a real problem.  We have had 
quite a few.  This is the time when I push myself.  Personally I don't like 
routine work - that really puts me off.  Fortunately every job is very different 
and we learn something from that.  Very rarely do we do repeat work.  That 
is probably the differentiation of our group.  Every job you learn something 
and find issues (A15). 
 
When you’ve got a good job where you don’t have anything that’s going to 
hold you up, where you can just be powering through it and everything is 
just running well, but also you’re feeling busy and that you’re accomplishing 
something (A24). 
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These comments highlight how non-routine and challenging problems bring 
out the best thinking in team members.  They also value ‘being busy’.  The ‘best 
thinking’ and ‘accomplish’ comments revealed that team members valued learning 
and the mastering of skills.  However, there are many circumstances when tried and 
tested methods are important, as opposed to more creative solutions.  While the 
problems faced by the team require the application of analytical and problem solving 
skills, the team look to solve the problem wherever possible by applying tried and 
tested methods as opposed to riskier or experimental ideas.  This is apparent in the 
following comments by a team member in response to a question about their 
openness to considering unconventional or ‘wild’ ideas to solutions: 
To be honest, if we get some other solutions ... more practical more widely 
used maybe I would go for the other way.  Because it is more reliable ... 
already it has been tested by many people ... by many engineers ... it is a 
more reliable way.  So of course I am not going to say no for a wild idea but 
it depends on if it is a really good idea and we can think about it and in some 
cases it might be ... you need a lot of things to support it.  So in our case we 
don't have those kinds of resources.  So we cannot prove that it works.  So 
my attitude would be to say no (A19). 
Attitude to risk is related to the stage of the project, with recognition that new 
ideas or approaches are better suited to the earlier rather than later stages.  This point 
is apparent in comments about when there is a lively flow of ideas: 
When there aren’t too many specific constraints.  So, for example, maybe a 
bit earlier in the project, or a bit sort of where things are a bit more open or a 
bit more undefined.  And hence, it’s a bit more lateral thinking; whereas, I 
guess, once you’re later on in a project and you get into all the details, 
you’re a bit more narrow minded or a little more focussed (A23). 
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Both the nature of work and the work environment provide a rich learning 
environment.  The bigger and/or tougher client projects require application of higher 
level skills and creative behaviours.  However, development of creative approaches 
to problems are mitigated by a need to manage risk.   
Influence of manager on work environment 
The leader of the team has been managing in the same role for more than ten 
years.  All except one of the team members have been recruited by the manager 
directly out of university, and have followed a learning path to be chartered 
engineers.  As a result, there is loyalty and respect for the manager who nurtures and 
plans career possibilities for team members, and there is a largely stable work group: 
People stay in the team ... quite stable … most of the people here are very 
happy - they quite enjoy this type of work.  And I think that the manager is 
mentoring people very well so - yeah - I think it is good - it is a good team 
(A19). 
 
Like ever since I joined there haven’t been many people that have left.  And 
I think we have a bit of a culture in our group that loyalty’s pretty important, 
whether that be with the client or amongst each other, or with other people in 
Alpha or with other people in general ... so I think generally people would 
want to stay even though our work is challenging and is stressful at times 
(A26). 
The manager also made the following comments about team members’ loyalty to the 
team and to the manager: “They love to work and some of the things that they told 
me sometimes …we don't work for Alpha - we work for you.  Half a dozen people 
have told me this” (A15).   
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It is interesting that team members work more frequently with each other 
compared to other engineering teams.  This point is apparent in the following 
comment: 
I think we tend to stick together more. ...  If you want to compare us to those 
guys, we do work together more often within our group.  Whereas, you see I 
think other disciplines they work a little bit differently – they might be 
working with a certain group for one project then they’ll work with another 
group ... (A26). 
The manager was observed in two team meetings providing updates on 
organisational requests and business development activities, answering team 
members’ questions, and inviting each team member to participate.  This process 
ensured that all team members had the opportunity to contribute to discussions and 
strengthened team cohesion.  Alignment between what was discussed in interviews 
and what was observed in team meetings was an example of data triangulation in this 
team for management behaviours and team climate. 
Expectations and level of autonomy  
The manager of the group has a high level of autonomy in how they manage 
the business with the underlying expectation that the team is profitable.  The high 
level of autonomy reflects both the flat structure and culture of the organisation:   
Alpha is a great company in a way.  They say – [A15] do whatever you like.  
I am an Associate and shareholder.  It's my company - you are on your own - 
you are expected to do your own thing.  But then I have to make the right 
calls. So when the jobs come - I have to do some risk assessment.  Do we 
have the skills to do this work - what are the risks?  Then I have to check 
terms and conditions with the commercial people. … Alpha is a very flat 
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organisation and sometimes this can be very frustrating and you don't know 
where to go ... you have a lot of managers (A15).    
It was interesting that many team members paused for reflection when the 
question was asked as to how expectations were set for their role.  This silence could 
have reflected to an extent a lack of clear formal goal setting processes.  However, 
what was also clear was that the nature of the client’s problem and the plan for 
investigating this problem established expectations: “Expectations are always like - 
achieve a successful project” (A19). 
For every project, we have a proposal, we have set tasks.  Um, I think, most 
of the senior guys know more than most because we are involved in the 
proposals, we are involved in the meeting (A18).  
 
Because the work we are doing is very critical work, the client has very high 
expectations. This is a very specialised area.  So we have to be very careful 
with what we do.  And basically, because this is a very risk orientated work 
that's why we should be very careful to apply the formula design the correct 
design standards throughout the work (A20). 
As mentioned, there is a second level mentoring structure in place for the team.  
This structure impacts on the level of autonomy and control experienced by team 
members.  Overall a little over half of the team members reported that they had a 
high level of control, while slightly less than a quarter gave a qualified response to 
this question, with the same percentage saying no, they do not have a high level of 
control.  It appears that those team members with less experience have less control 
over their day-to-day activities.  A further point of interest is that while team 
members have different levels of control in how they undertake their responsibilities, 
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all reported that the nature of the work brings out the best in them.  These points will 
be discussed further in Chapter Five when influences on employee engagement are 
considered. 
 Team meetings and knowledge sharing 
The team has a weekly safety huddle/project status meeting, which also serves 
as a learning forum with one team member presenting a case study related to safety 
each week.  The researcher observed that the meeting had a semi-structured format, 
but allowed for informal discussions on current projects.  Two of the meetings were 
chaired by the manager of the team, and one by the second-in-charge when the 
manager was overseas.  All meetings followed largely the same format including a 
general business update from the chair, an around the table opportunity for each team 
member to provide information or raise any questions related to current or planned 
projects or other organisational issues, and a discussion following the presentation of 
a short case study.  In one meeting, formal recognition was given to one team 
member who had just achieved their chartered engineering status.  They received 
their certificate, congratulations from the team manager and a round of applause. 
The practise of having a safety related case study presented and discussed each 
week supported a culture of learning.  Responsibility for delivery of the case study 
was on a shared rotational basis among all team members, reflecting a democratic 
value.  This shared rotational habit ensured all team members undertook additional 
research of value to the team, and had the opportunity to consolidate learning and 
practice their presentation skills.  A rigorous discussion on key learning points 
followed the presentation, which was sometimes interrupted by laughter.  All team 
members were observed contributing to discussions.    
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Social and physical environment of Team Three 
The culture of Team Three can be described as sociable and collaborative with 
a strong emphasis on knowledge sharing and learning.  These characteristics are 
revealed in phrases such as ‘everyone gets on well’, ‘share a lot of the same 
interests’, ‘it’s more like a family’ and ‘everyone is very into helping’.  Comments 
related to the social environment of the team follow:   
I think most of the people are young, at least the same, similar age group so 
we share a lot of the same interest in areas, we love the same sports, we have 
a lot in common.  Yeah, it’s the right age group, you love being part of the 
team and it’s not like ... it’s more like a family I think.  We know each other 
very well and you can have a friendly chat over the lunchtime – probably 
sometimes we even organise social DVDs over the weekend.  Yeah, it’s good 
(A22). 
 
Everyone is very into helping. So even some time ago - even if you are very 
busy - and if you have tasks on hand you need to finish and you say no to 
someone - I've never heard a no.  So if you go to the talk to them they will 
stop whatever and they shouldn't do that - but they will stop and help (A19). 
As mentioned previously, the team is multicultural.  This is an attribute that is 
valued by those within the team, and appears to contribute to a sense of cohesiveness 
and attachment to the team itself:   
I had the impression that Alpha was multicultural. Gives chances to people 
from different backgrounds.  It was always in my mind that this was the sort 
of place where I was going to try to work (A28). 
 Chapter 4: Findings – Work Environment Characteristics and Creative Behaviours 137 
The team is located in a wing of a building with open plan offices for four 
people each, feeding off a central corridor.  The space is quite separate from other 
teams.  The team has a dedicated meeting room and kitchen facility.  The work 
environment facilitates informal communication, relationship building and problem 
solving:  
I can talk about the family things.  Cos in the other team they don’t really 
talk much, probably because they sit a long, long way apart, they can’t really 
talk much.  They do talk, but they talk when they have something to 
communicate, technical things to communicate.  So they probably don’t 
know one another very well.  But in this team we’re sitting closer and we are 
able to talk more...  So that creates a better environment I think (A25). 
 
I think generally coming back to the problem solving, encountering a 
difficulty.  That type of thing.  I often feel like it comes about when sort of 
maybe two people are talking through a problem and a third person 
overhears it and says:  How about this? (A23). 
While the team help each other with problem solving, there appears to be little 
interaction and problem solving with professional staff in other areas of the 
organisation:   
It’s a little strange, I guess, where our group fits into the broader company. 
... I guess, we have to go out and win a lot of our own work and there’s a bit 
more independence in terms of the work coming in and out (A23). 
Sources of new ideas and time for new ideas 
Ideas emerge as the team works to identify the source of their clients’ 
problems.  The team applies a range of engineering tools and techniques as a part of 
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their analysis to understand the situation.  Some or all of the team members may visit 
the client site, observing the problem first hand and taking photos to be sent back to 
colleagues in the Brisbane office for examination.  Once the problem has been 
identified a solution can be proposed, including steps to ensure the problem does not 
re-occur.  Learning from each project is captured for reuse in future projects in 
documents and presentations. 
As mentioned previously, there is often pressure to solve the client’s problem 
as soon as possible.  One question posed in the interview related to having enough 
time to explore new ideas without the pressure to deliver on current priorities.  
Nearly 50 per cent of team members said ‘no, there was not enough time’, with a 
further 20 per cent giving a qualified response to this question.  One team member 
commented in relation to time pressure:  “when we are busy at work it is very hard” 
(A20). Another noted: “Innovative (sometimes). In most cases you may not have the 
time to have innovative solutions” (A19). Other team member comments included: 
Yes - I think that we have. We seem to have a lot of time.  An example is the 
last project - I started a new idea to work out the mechanical power.  We 
don't have any theory we don't have any sort of book as to how to work it 
out. ... and then I was thinking about an idea to work out the power there ... 
and A15 says ... looks like it is logical.  But he asked to get some research 
from the previous machine (A21). 
 
 If I’m given enough time, normally I perform a little better.  I can’t really 
think when it’s time pressured, looking at the next five minutes and the next 
10 minutes.  But too much time is also not very good (laughs), just the right 
amount of time (A18). 
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Time pressure is therefore generally considered to limit creative behaviours within 
this team. However, too much available time does not necessarily provide the ideal 
circumstances for creativity either.   
Summary for Team Three 
In summary, Team Three undertakes challenging, problem solving focussed 
projects, which tend to require the application of tried and tested methods over more 
innovative solutions.  They have a formal career development and learning program 
in place so that knowledge is effectively shared within the team.  They are a cohesive 
and multicultural team with a high level of loyalty to the team and the manager.  
They work closely in small to larger teams to discuss, analyse and solve client 
problems.  Team members have a sense of friendship, unity and identity. 
Creative behaviours noted in Team Three included: visiting the site of the non- 
working equipment to investigate first-hand the nature of the problem; discussing the 
situation together to more deeply understand clients problems; taking photos to share 
with team members; undertaking different measurements, testing and modelling; 
seeking help from others as needed; and consolidating learning.  An overview of the 
characteristics of Team Three that contribute to creative behaviours is provided in 
Figure 4.9. 
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Figure 4.9 Overview of characteristics of Team Three influencing creative behaviours 
 
4.2.4 Team Four – Influences on creative behaviours 
Discussion around those characteristics which most contributed to creative 
behaviours within Team Four is organised under the same themes as illustrated 
below in Figure 4.10. 
 
Figure 4.10 Organisation of discussion on influences on creative behaviours in Team Four 
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Background information 
Team Four is a relatively new team created as the result of an acquisition of a 
specialist consulting firm two years prior.  Data on Team Four were obtained from 
interviews with all six team members and from observations in one team meeting.  
There are both new graduates and experienced engineers within the team, with the 
leader coming from the acquired company.  Four of the five team members were 
recruited as graduate engineers into Alpha post-acquisition, with one team member 
being an external, experienced hire.  All team members were male and possessed 
strong mathematical and analytical skills.  The more experienced team members take 
a lead role in client studies and mentoring the junior members of the team:  “Each 
project has a two tier right now - the lead and a junior” (A29).  Additionally, 
projects tend to involve a few team members rather than the entire team: “The six of 
us have never worked on a project together” (A33).  The team’s organisational 
structure is provided in Figure 4.11 below. 
 
Figure 4.11 Team Four organisation chart 
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Nature of work and job challenges  
The team uses software to undertake data analysis and to run simulations and 
scenarios, in order to help clients solve problems or achieve efficiencies.  In effect, 
they are undertaking multiple mini-projects. An example of a project is a client 
wanting analysis to help them to decide if they should add an extra stockpile or 
another plant.  The team’s objective here would be to: “… help educate our clients 
on how they can improve their operations with like as minimal capital possible” 
(A32).   
The team has a dual role in generating revenue directly, and also in identifying 
opportunities for work for other groups within the organisation.  In this latter role 
they are considered a value-added, support function:  
The business of simulation is typically a support function ... to support these 
big projects.  It is my job to turn it around and for us to become a marketing 
tool for Alpha. ... On the one hand we are seen as a loss lead business 
generator - but we are still being watched in terms of our billable hours 
(A29). 
The nature of the work undertaken requires advanced mathematical and 
analytical skills.  Problems addressed can be non-routine, complex and intellectually 
challenging, as illustrated in the following comment: 
Sometimes things will be hard to code and sometimes they won’t be.  So it 
just depends on what it is.  Sometimes the projects are stuff that we’ve done 
before, so it’s easy.  Sometimes it’s new (A34). 
Influence of manager on work environment 
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The team manager allows most team members a high level of freedom to 
undertake their work.  The manager has a deep knowledge about the methodologies 
and software tools used, undertaking an oversighting role on many projects.  The 
manager’s behaviours observed in their team meeting and interviews suggested that 
they were energetic, outspoken and self-deprecating: 
I have to be careful in the group because I am really outspoken and I shoot 
from the hip.  I always say the most inappropriate things - and the guys 
really like it. It is kind of who I am.  But I have to really reign myself in 
(A29). 
Expectation setting and autonomy 
Like other project teams within Alpha, the team operates with a high degree of 
autonomy. As one team member noted: “No one really manages us as such...we just 
run with things” (A29). Another agreed: “With regards to my work - we are fairly 
self-managed” (A33). Indeed, five out of six of the team members expressed the 
view that they have a fairly high level of control over the work that they do: 
I'd say I've got a fairly high degree of control over my own work.  I'm fairly 
autonomous in what I do.  If I'm working on a particular project that I'm 
leading then obviously I will be the one driving the direction and what needs 
to be done.  If I'm working on a project for [the manager], then he'll take on 
the role of setting direction and things like that (A33). 
Exceptions tended to be for the more junior team members who required closer 
supervision and direction as evidenced in the following comment by the manager: 
I don't like micro managing, but because they are younger and depending on 
the nature of their fundamentals. ... Some of them you can leave alone for a 
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while ...and others need more direction. ...You need to control so that they 
stay on path (A29).  
In terms of expectation setting, the project brief for the client sets direction: 
Kind of not like solid expectations; more to the point where we’re trying to 
answer the client’s questions.  We have an allocated amount of time that we 
could probably put to the project; however, if that goes longer it’s just to get 
the work done.  So the expectation is that we do get the work done within 
the time allocated, that we’ve budgeted to our client of course. … So I guess 
there’s no strict stringent performance criteria if that’s what you’re asking, 
it’s just more we work as a team to try and get the answer if possible (A32). 
Team meetings and knowledge sharing 
Team Four meets informally daily, given their close physical proximity, small 
team size and collaborative social environment.  However they meet formally less 
often: “We are having informal discussions on a daily basis as whole team…  
Formally, it is definitely not a regularly scheduled thing” (A33). Another noted that 
informal team meetings were sometimes held: “Friday lunch at the pub downstairs” 
(A29). For the more formal meetings, the manager might organise a workshop to 
review past projects and discuss new ideas: 
He likes to try and hold workshop sessions; he likes to try and hold days 
where we just might brainstorm ideas  … reviewing what we’ve done (A32). 
Additionally, team members participate in a weekly safety huddle and general 
matters update, which is organised for employees on the entire floor.  This meeting 
was not observed. 
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As mentioned previously, there is frequent informal knowledge sharing.  The 
team keeps an ‘ideas’ document stored on a common drive to capture ideas of value 
to explore during non-pressurised work periods: “We've got a document somewhere 
that we use to capture ideas on things that we would like to spend more time 
researching and developing” (A33). 
Our boss probably gives us things to run with – we have an ideas register, 
like a list if you will or a table of things that might be good to look into.  
And generally what these ideas come from, things that clients are asking for 
on their projects ... the ideas get talked about within those informal meetings 
(A32). 
 
Social environment 
The team gets along well, and there is a lively flow of ideas throughout the day 
as they discuss work and other activities: 
So all of the ideas from an internal perspective are from everyone.  And we 
share those, so if someone comes up with a new, fancy way to do this then 
they’ll say:  Hey, this routine we used to do that, and I’ve just made it three 
times faster.  So everyone will then incorporate that into all of their models.  
So it comes from everywhere, and we tend to have lots of healthy discussion 
about different options and different ways to do things.  And generally, 
whether they do or not, everyone has the opportunity to participate and to 
talk (A30). 
 
So if someone’s doing something new that the client’s asked for, they’re 
looking at a different way of doing things or a different question … But 
often you’ll just sort of look over someone’s shoulder and see them do 
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something and go:  Hang on.  I haven’t seen that.  What was that?  That kind 
of thing.  But, yeah, I mean everyone comes up with new stuff all the time. 
(A34) 
Responses to questions around how you would describe the team provided 
further insight into the exploratory orientation of team members: 
Very much are problem solvers.  Love the challenge of solving a problem. It 
could be something social.  Someone might mention something about 
weather - and they all dive into Google to see how that might work.  They 
want to understand - why things happen (A29). 
However, most of the ideas come from the more experienced team members: “I 
guess the more experienced people tend to do more of the talking, because it’s more 
difficult when you’re less experienced in the group” (A30).  
In general, the team culture could be described as positive, collegial, curious 
and mischievous:  “Sometimes people will just be working away at something and 
not necessarily getting anywhere and ask someone for an opinion and then all of a 
sudden the whole team’s involved” (A34). Another team member noted: “They are a 
lot of fun and ‘taking the Mickey’ out of each other making jokes.   It is hard to 
offend them” (A29). The positive team culture is also demonstrated in the following 
quote: 
People are generally able to socialise and banter, and we’re all – I wouldn’t 
say we’re good friends outside of work, I haven’t met up with most people 
outside of work, but we generally try and catch up for Friday lunch and 
generally aware of what people are doing in their personal lives  (A30).  
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Team members have a shared identity as problems solvers.  They work 
playfully and collaboratively, but with the more experienced members contributing 
more to the discussions. 
Physical environment and interactions  
Team Four is located around a low S-shaped wall in a common open space 
area shared with other teams.  The physical environment facilitates regular 
interactions, as noted in the following comments in response to the question as to 
when there is a lively flow of discussions: 
Every day.  So the daily discussions are always about the flow of ideas, so 
whether it’s about improving some code or fixing this issue or relaying 
experiences from previous projects or whatever, yeah, sitting next to 
everyone I guess encourages all of that, and also a lot of the time you’ll find 
people sitting at other people’s desks going through different problems 
(A30). 
Informal interactions facilitating problem solving were also evident: 
We have been having this problem with our models - it is taking too long to  
develop our models ... maybe a day for analysis ... so let's sit down and 
figure out how we can do this better.  …So I like to have a group who are all 
sitting together … it has certain positives - provides good interactions with 
others (A29). 
However, it was noted that when a period of intense concentration is required, that 
team members would put on headsets as a way of blocking out peripheral noise and 
of sending a signal that they do not wish to be disturbed: 
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 You do need to have that quiet time and I find that the guys put on 
headphones when they need to work uninterrupted … as our work does 
require immense periods of concentration (A29). 
Team members appeared to manage the distractions in their physical 
environment in productive ways and were not conscious of the physical environment 
promoting creative behaviours.   
So we’ve recently just moved from a different location in another building, 
but, for example, the other location had timber floors and so it was very 
loud, you could hear people on the phone from down the other end of the 
building.  So I wouldn’t say there are things that are stimulating but there are 
things that are less distractive (A30).  
Like many of the other teams investigated through this study, Team Four 
appears to have limited contact with other people and teams within the organisation.  
This point is revealed in a response to a discussion around how the team relates to 
other teams: 
We don’t really.  The nature of the work that we do, we don’t really interact 
on a day-to-day basis with anyone else, with any other team.  … I think part 
of that is because of the nature of the work we, as some people put it, it’s a 
black box, they don’t really understand it so it’s difficult to talk about. 
(A30). 
Source of new ideas 
New ideas are frequently required, and come from a range of internal sources 
such as model development and problem solving processes, and also from external 
sources such as technology and the media.  In response to a discussion around where 
new ideas came from, one respondent indicated that new ideas were required daily in 
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response to the demands of the work: “Every day at work really.  I mean, the models 
we’re developing were originally based off stuff A29 and his old company did in ‘94 
I think.  So it’s always iterative” (A34).  Another respondent highlighted the role that 
experience played in the idea development process: 
A lot of it is experience driven I would say.  New ideas for me personally is 
about trying to identify new problems that the client doesn't necessarily 
realise that they have.  Or just trying to help them to tackle their problems in 
a different way to what they are traditionally used to (A33).   
Later the same respondent commented on other sources of new ideas:  New ideas 
come from technology, media and things like that (A33). 
The thinking and problem solving skills gained as an engineer were also identified as 
important in aiding reflection and questioning: 
In the last three months I have asked some good questions and I think it’s 
basically, because of my engineering background, I always tend to think as 
an engineer and I always try to understand why and how things operate, to 
understand the operational philosophy behind it.  So if something doesn’t 
make sense I am very interested in how and why it happens and understand.  
But sometimes asking those questions I can get some interesting answers 
from the client and getting to know their business (A31). 
New approaches are encouraged as is apparent in the following comment in 
response to a question about the team’s openness to contrary views: “It would be 
investigated.  I’d say that happens frequently, yeah.  As in someone is working out a 
new way to do something that’s different, and if there’s merit to it, then bring it on” 
(A34).  
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Effective interviewing and questioning skills are also required so that the correct 
information is obtained from the client.  This can be challenging when the work is 
exploratory in nature, as highlighted earlier.  Selling work to clients for a fair price 
can also be challenging: 
Most difficult things tend to be managing the client to be honest.  In the 
current environment where it really is a buyer’s market - they are in a 
position of power.   (A33). 
Adequacy of time for new ideas 
Delivering a project within a limited budget and timeframe is a challenge: 
That's always a challenge and at the same time - when you are working on a 
tight budget - it is even harder to manage change.  So whether it is variations 
in scope or very tight timelines - when you are already working at the 
margins - it makes it even harder to manage (A33). 
However the workload varies from time to time: 
 You’ve usually got limited time to actually do what we need to do, and that 
usually defines how much that we can and can’t do … there are times when 
you’ve just got to get stuff out so you just do the bare minimum to make it 
happen.  And then maybe a week later there’s nothing on so it’s like - I’ve 
had all these ideas so now I’m actually going to spend some time to work on 
them.  So that frequently happens (A34). 
A similar comment from another team member reinforces this point about differing 
levels of time pressure: 
The group does go through I guess up and down periods - so we have 
periods of time where we’re exceptionally busy, we have everyone doing 
lots of stuff, and then we have periods of time where others are not so busy. 
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...  So during that time you’re basically free to pursue any of those ideas 
(A30). 
Time pressure varies in this team.  New ideas are explored when the pressure to 
deliver is not present. 
Summary for Team Four 
Team Four undertakes challenging work and benefits from a high level of 
iterative learning.  Work is often conducted under time pressures and within 
budgetary constraints.  Team members have analytical minds, are interested in 
learning, problem solving and having fun.  All team members enjoy the work and the 
challenges it presents.  They are a cohesive team with frequent levels of informal 
interaction.  They have limited interactions with other teams within Alpha.  The 
physical environment supports, and at times limits, the effectiveness of the working 
environment.  There is openness to new ideas, and a recognition that most of these 
come from the more experienced team members.  
Creative behaviours noted in Team Four include: investigating/researching 
background information; asking questions; working with others; modelling and 
testing ideas; experimentation; and being open to contrary opinions.  Managerial 
behaviours included offering support and guidance to team members and 
encouraging a sense of fun.  A visual summary of the characteristics of Team four 
influencing creative behaviours are provided below in Figure 4.12. 
 Chapter 4: Findings – Work Environment Characteristics and Creative Behaviours 152 
 
Figure 4.12 Overview of characteristics of Team Four influencing creative behaviours 
 
4.2.5 Team Five – Influences on creative behaviours 
Discussion around those characteristics that most influenced creative 
behaviours within Team Five is organised under the same thematic areas illustrated 
in Figure 4.13. 
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Figure 4.13 Organisation of discussion on influences on creative behaviours in Team Five 
 
Background information 
Team Five comprised the direct reports of a Project Manager leading the 
construction of a new processing plant in the Middle East.  Many of the direct reports 
managed teams in their own right.  Eight of a possible ten direct reports were 
interviewed and two team meetings were observed.  Total project team numbers will 
grow from 30 to 50 during the life of the project.  Seven of those interviewed were 
male and one was female.  Team members were highly experienced engineers with 
50 per cent possessing ten years plus of experience with Alpha, and several 
possessing advanced academic qualifications.  The team is working on the delivery 
of a large and highly specialised plant in the Middle East with one of their partners, 
using technology patented by Alpha.  The build requires a diversity of specialised 
skills such as design, mechanical, electrical and piping skills.  A dedicated 
Technology Manager provides technical process expertise and ensures a specific 
focus on the identification of patent creation opportunities.  Work is undertaken 
within a staged project management framework with key milestones.  Weekly project 
status meetings review achievements against the project plan, while a more frequent 
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design review meeting (DRM) provides a forum for discussing and agreeing on all 
design related matters of the build.   
The current project will take two to three years to complete and is the second 
project of this nature that the team has undertaken.  A representation of the 
organisation of the work in the team is provided below in Figure 4.14.  There is a 
combination of direct and matrix reporting relationships. 
 
Figure 4.14 Team Five organisation chart 
Challenges that arise within the project are related to both tasks and 
relationships.  From a task perspective, the nature of work undertaken is multifaceted 
requiring significant interdisciplinary integration and collaboration.  From a 
relationship perspective there is a large team in play working on a joint venture with 
a competitor.  The larger team is comprised of smaller teams, many with their own 
discipline focus, for example mechanical, electrical and piping.  The teams are 
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managed by highly qualified specialists in their respective disciplinary areas called 
‘Leads’.  Each team works closely with other teams on the project because of the 
nature of the build and the requirement for interdependencies.  The project starts with 
design and finishes with the commissioning of the plant as illustrated in the 
following comment:  
What I find interesting is actually the design, how we take the design from 
just a basic scope and we start to build it through ideas ...  the whole design 
process, the talking with all the different disciplines and as we build the job.  
I’ve found that the most interesting thing.  You’re starting with a blank page 
and you end up with a process plant (A42). 
Technical challenges within the work can be significant.  However these types of 
challenges are appreciated and team members demonstrate a desire to achieve 
technical mastery in their professional discipline: “Problem solving, and working in 
the team environment.  It’s all being an engineer; problem solving is just what we 
like doing” (A36). However, it is the people management aspects of the project that 
are considered the most challenging, as the following quotes suggest: “It's the 
politics - the irrational behaviour.  It is the wonky human factor” (A38). “People 
management.  Yeah, managing the different personalities” (A44). 
Everyone has an opinion on how things should be the done and the most 
challenging is putting your perspective forward and getting the people who 
are working for/with you to buy into how you want things to be done (A40). 
 
I would say it would be the people aspect.  On this project and the previous 
one - we had this … So it is the people part that I find the most challenging.   
Because engineering is pretty much like science - it is black and white.  But 
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90 per cent of stuff is getting people to let go of their ego and come together 
- because the project will succeed if we work together (A37). 
Working with a competitor on the project adds complexity in terms of 
confidentiality and protection of intellectual property (IP): 
But the problem I’ve got is that these guys are competitors to us – so they’re 
a joint venture but they are competitors.  So, for example, there are some IP 
items in intellectual property which we don’t want to show them; and the 
majority of those intellectual properties are in my department.  Because of 
that deal, I’ve got some [company] people and some Alpha people.  Alpha 
people can access everything, [company], No.  So I’ve got this barrier – to 
that extent that some of the documents, I had one document on my desk and 
the [company] guy came and said:  What you’ve got here?  And I had to say, 
you know, oh, nothing (A39). 
In addition to potential conflict over confidentiality and IP is the need to manage 
resource allocations between the two organisations appropriately: 
 … ‘cause when the project started he [Technology Manager] and 
[company], they were supposed to share 50/50 the resources.  So when I 
want extra resource, they have to ask [company] if that guy can join us.  I 
mean, I can’t just grab from Alpha because [company] will come back:  
Why didn’t you ask?  You know, we are supposed to have, we have 50/50 
resource on that (A39). 
Mixed views exist as to which criteria for the work are most important.  By 
operating in project management mode, some of the key criteria driving decisions 
within this team include quality, schedule, budget and client demands.  Commentary 
highlighting these different criteria and their relative importance to the project 
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follows: “My job is to make sure we satisfy the client - not just for this project but to 
continue to address the softer issues with the client” (A37); “…making sure other 
disciplines are talking to each other and the communication is happening” (A42); 
“Well number one is technical.  I mean above all things it's gotta be right - there 
can't be any risks taken - well risks have to be minimised to a practical extent” 
(A38); “…set aside all this bullshit about budget and schedule. … at the end of the 
day, it needs to work” (A39). 
Depends who you talk to.  From a Project Manager's perspective - probably 
the most important thing is schedule.  From a personal perspective I suppose 
that quality is probably the main driver.  If that means that I might have to 
delay something to get something out - That's what I will do and I will have 
to explain my stance to the Project Manager (A40). 
 
I have the realisation they’re all equal.  And by all I mean, they always refer 
to scope, schedule, budget as a three-legged chair – and if you saw one off, 
you lose your balance.  And then they always say, well, quality is kind of the 
first leg, it just sticks out there.  So if you drop the ball on any of those four 
things you’re not going to succeed. (A36). 
Clearly, multiple criteria need to be achieved for the project to be successful.  An 
illustration of the task and relationship challenges in Team Five is provided below in 
Figure 4.15. 
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Figure 4.15 Map highlighting complexity of task and relationship challenges in Team Five  
 
There is complexity in Team Five as a result of the multidisciplinary nature of 
the build, the requirement to work with a competitor, and of the ongoing drive to 
identify ‘patent worthy’ knowledge.  
Influence of manager on work environment   
Team Five’s weekly status meeting was focussed on project status updates as 
opposed to debates on any current problems or new ideas.  The meeting was not 
chaired by the Project Manager, instead another manager was responsible for driving 
the agenda and documenting decisions.  Typical behaviours exhibited by the Project 
Manager in the meeting included: contributing to debates; asking questions; 
providing status updates with regard to sponsor and partner activities and requests; 
and suggesting that some longer discussions be moved to a forum outside the project 
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status meeting for resolution.  The typical structure of the meeting is described 
below: 
[It] follows a fairly structured format and he goes through all the disciplines 
- schedules and budgets.  High priority items and what needs to be done.  I 
mean it’s a forum to flag any inter-discipline issues: what we are waiting on 
from other disciplines (A40). 
This description of the format for meetings aligned with researcher observations and 
is an example of data triangulation.  The Project Manager’s focus in this meeting is 
very much on tracking the overall status and performance of the project rather than 
being a subject matter expert: 
The Project Manager has got a lot better.  He is very focussed on getting the 
job done.  And it must be very frustrating for him.  He doesn't really 
understand what is involved in the job.  He's got a very high level view of 
things as he is a project manager.  He can't be familiar with what's involved 
and how you do a job.  He is on a much higher level so he gets frustrated 
because we can't do this because we don't have that.  He is very much 
focussed on the performance factor (A38).   
Several team members reflected that the Project Manager was effective in their role: 
“He is one of the most successful project managers I have ever seen” (A41); “He is a 
pretty good project manager and that he handles the client well and he is very 
politically astute and is very sharp person.” (A38).  However, as alluded to above, 
his behaviours for driving team members have been criticised: 
[Project Manager] expects you to do that job exactly the same as the 
previous person although you never met him or you don't know him.   It is so 
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hard.  Probably it is one of his techniques of pushing people to the edge and 
asking them to do a better quality job (A41). 
While the Project Manager’s skills in managing the project are respected, 
critical comments were made regarding some aspects of his management style.  
These perceptions related to his practice of pushing people hard, of being aggressive, 
of making decisions without consultation, of comparing people against each other 
and of being impulsive.  
Expectations and levels of autonomy 
Expectations in Team Five are influenced by many factors.  Agreements with 
key stakeholders play a role in setting overall expectations for the project:     
No, there’s very little expectations being set coming down; there are 
agreements.  I have a daily contact with a sponsor, and also the joint venture 
steering committee actually meets only once every three months and only 
when required.  So they only make decisions when I can’t ... unless there is a 
disagreement between me and the [company] person on the job.  So they do 
very little.  In the day-to-day, I’m dealing with the sponsors (A44). 
Expectations are also set with consideration for project factors such as scope, 
schedule, and budget.  Other factors include quality standards and other senior team 
members’ expectations.  The individual’s own attitudes and standards also play a 
role: “…the quality and detail is really driven from the Leads.  Yeah obviously from 
a budget schedule perspective we are somewhat asked to buy into the budget and 
schedule from the Project Manager” (A40). 
On projects, it’s probably a little bit more defined, where we try to write 
somewhat detailed scopes of work; where you give somebody a package of 
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work and say you’ve got this much time to do it, it’s got to be done by this 
date, and this has to be done (A36). 
Tight requirements from customers are formalised through performance guarantees: 
Expectations are not set through the role descriptions. They are set by each 
person's attitude to what they do.  So we have some people who are technical 
PhDs, so they will be able to provide the nth level of detail and to discuss the 
material of construction for a nut or a bolt.  And that is the pride that they 
take in. What defines my role is that when we hand the project over to the 
client - it must work.  Irrespective of whatever - we have performance 
guarantees and we must meet these (A37). 
Meeting the expectations of other team members also has an influence: 
I guess that there are expectations from the other Leads and expectations 
from your staff.  The other Leads expect that they can come to you when 
they want to discuss any subject no matter how technical - they will expect 
you to understand...they will expect you to be able to resolve it.  They expect 
you to be able to manage your team in a coherent way (A38). 
From these comments it is noted that while expectations are not documented at an 
individual level, they exist within and across the teams.  Additionally, the scope of 
works and agreements with key stakeholders frame all activity within the team and 
are central to all discussions.  From this contextual information, individuals plan 
their work. 
When asked how much control they had over when and how they undertook 
their different responsibilities five of eight respondents agreed that they had a fairly 
high level of control while three of the eight indicated that they did not have control: 
“I have quite a bit of control but not as much as I would like” (A42); “I have almost 
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no control [laughter].  Because you spend almost the entire day putting out fires” 
(A37). 
I’d say quite a bit, to be honest.  And when I don’t have control I do what I 
can to get control.  So if I’m not happy with the direction that something’s 
going I’ll arrange a meeting (A36). 
 
I like to think that I have a fair amount of control. Where I don't have as 
much control as I would like to is on the [disciplinary area] design.  I have a 
view that through influence on the Design Coordinator and Area Engineer, 
that unfortunately has to be a bit of a negotiated thing.   (A38). 
These comments highlighted the need for many activities and decisions to be 
undertaken in collaboration with others in the team, and that this influences the level 
of control held by team members. 
Team meetings and knowledge sharing 
Work is undertaken within a project management framework, with regular 
design review and project status meetings (sometimes called ‘Leads’ meetings in 
quotes), with the relevant stakeholders present.  Two project status meetings were 
observed during the study and no design review meetings.  The timing and objectives 
of the project status meeting are revealed in the comments below:  
We have a structured meeting every Tuesday afternoon.  We have a meeting 
with [The Project Manager], and he follows a fairly structured format and he 
goes through all the disciplines - schedules and budgets.  High priority items 
and what needs to be done.  I mean it’s a forum to flag any inter-discipline 
issues (A40). 
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‘Painful’ was a word used by some team members to describe attending project 
status meetings.  Insights into processes, attitudes and behaviours towards these 
meetings are revealed in the following comments: 
Every week. And that's painful.  That's today (laughter). None of us look 
forward to it. ... I like the fact that the meeting provides us with the 
opportunity to air topics.  And make management aware of issues. (A38). 
 
The weekly Leads meeting - turns out to be people reporting that they have 
missed their deadline.  And then there is a bit of the thumping of the table 
from the Project Manager. And that's it.  ... so instead of raising the issues 
that should have been raised during the design review meetings - they raise 
them here. … In the design review meetings - that is where we have more of 
the fully fledged head butting. (A37).   
Conflict and tension can exist within both meetings.  However there can also 
be collaboration and cooperation within the project team meetings.  The impact of 
these different behaviours on team atmosphere is revealed in a few responses to 
questions about collaboration and cooperation:   
Design reviews, I think are the best environment where it’s all about 
problem solving and getting the best solution so that everybody can progress 
their work ... I guess within our team, like the structural team, when 
something comes up we all sit close to one another and it’ll just be a simple:  
What do you think of this?  And then we’ll sit, we’ll have a 5, 10, 20 minute 
talk about a specific technical topic and bounce ideas off each other (A36). 
Design review meetings are a key forum for problem solving.  Bouncing ideas 
around with the objective of solving problems together supports greater collaboration 
as does having regard for each other: 
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I notice that people who have appreciation to each other they work better 
together, they share their ideas.  But, you know, [two peoples names 
removed], they chat to each other, they exchange – because they have got 
respect to each other.  Whereas, if some people don’t have respect, they push 
problems to each other, rather than trying to resolve together (A39). 
There are times when interactions between team members generate deep feelings and 
strong statements of disagreement: 
People were – certainly when we originally did the job, they were all very ... 
they still worked with each other they just don’t accept the new ideas like 
you were talking about as well as they should be.  Instead of discussing it, 
and instead of shooting it down, they were really throwing stones at this 
thing, right.  And even to an extent that words were used:  That you don’t 
know whether you’re incompetent and those kind of things (A44). 
 
There’s lots of discussions, lots of exchange of views and then usually you 
will get the discipline owner of that change … they have to take ownership 
and agree to what the team says or not agree.  And then usually what 
happens then is we have an action list and that action goes on the action list 
…  If it’s something that can’t be resolved at that time, we take it to the next 
level and probably have another meeting outside of that meeting cos 
sometimes it might be a management decision that has to rule on whether 
Person A or Person B adopts the best decision if they can’t agree (A42). 
Use of an action plan with final due dates forces points of disagreement to be 
explored and resolved.  The Project Manager facilitates discussion ensuring 
everyone’s voice is heard.  This process enables the underlying problem to be 
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understood and for all team stakeholders to buy into the agreed solution.  One team 
member commented that the team dynamics and processes have changed: 
I go to every weekly meeting and I see that they smash each other - bully 
each other.  It's funny because if you came here ten months ago I would 
probably be giving you completely different things and I would say you 
know this is the perfect thing… and everything is perfectly working (A41).   
Changes in team dynamics from the past project to the current one were identified as 
a core reason for the behaviour change. 
In summary, members of Team Five undertake challenging work both from a 
task and relationship perspective.  The technical challenges are valued by the team 
members, who are achievement oriented.  Some behaviours that contribute to 
confrontations are not valued by team members, although it is recognised that 
conflict can facilitate deeper evaluation of alternatives, experimentation and better 
decision making processes.  Disagreement can result in higher levels of creativity as 
team members seek to prove or disprove their own or other team members’ technical 
proposals.  The project management structure with design review meetings provides 
a forum for team members to discuss, debate and agree on technical design 
challenges and interdependencies.  A three-step idea management process has 
emerged within this framework including idea stimulation, idea shaping and idea 
capturing processes. 
  
 Chapter 4: Findings – Work Environment Characteristics and Creative Behaviours 166 
Social and physical environment of Team Five 
Team Five’s social environment has mixed levels of collegiality and 
cohesiveness between team members.   However, a shared sense of professionalism 
and of valuing working on such a project has helped to ensure that the project moves 
along.  Team atmosphere is perceived by some to have improved.  Perceptions about 
the social environment of the team are apparent in the following comments: 
Some of the younger guys who I am very good mates with ... there's some 
people  - who are just work colleagues who I wouldn't necessarily catch up 
with outside of work.  There are some people who you have a lot of respect 
for but - not necessarily people you [voice trails off] ... So a very wide range 
of people - like being at school really.  People who you get along with and 
people who you don't get along with. …  There are some very strong 
personalities.  And some people have some very strong ideas ... who really 
want to drive their direction.  But as long as you are willing to stand up for 
what you believe in - and for what you think are problems - you can 
persuade their thoughts.  So yes it is a challenging environment - but there 
are opportunities and it is an interesting project (A40). 
 
It’s a bit ‘cliquey’.  Yeah, people have found people they get along with.  
Which is going to happen I guess in all teams, that you’re always going to 
gravitate more to certain people than others, and you feel more comfortable 
talking to them (A36). 
While the social environment has been identified as being volatile at times, 
recognition is given to the deep skills of team members: “It’s getting better now; it 
wasn’t so good prior to the start of the year ...  it’s probably a lot more harmonious 
now and more respect given”  (A44). 
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A talented team.  Volatile is a word I’d use.  Absolutely volatile.  Very 
volatile and, yeah, a mixture.  There can be a lot of sparks in this team.  
However, we’re managing it.  The management team is managing the 
characters.  The project is going well despite some of the characters (A42). 
 
Oh my god!  All of these people have their own problems.  They are like 
lovely people  who just came to this project, and everyone is just fighting for 
his own life or job. … A group of good people on these projects with lots of 
strong personalities (A41). 
These comments reveal sub-groups within the team and reinforce earlier 
comments about the influence of people with strong personalities, that is, people who 
express these opinions forcefully.  Some team members contribute less as a result of 
strongly expressed views by others:  “Just stay here and put your head down and let 
this time pass”  (A41). 
At the current stage of the project, most of Team Five is still physically located 
in Brisbane with a few team members already on-site in the Middle East.  In 
Brisbane the team is located in a large open space area around low level S-shaped 
walls.  Teams are grouped together by discipline within the larger team space.  Only 
the Project Manager has their own office, which has glass walls. 
Team Five has a dedicated meeting room in Brisbane with multiple 
functionalities and various diagrams and photos of the project permanently placed on 
the wall.  An overhead projector and internet link allows the meeting agenda to be 
displayed in both Brisbane and the Middle East, along with a direct image of all team 
members participating at both sites.  This ensures regular and inclusive 
communication processes and permanent visual links with team members. 
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The team appears to have little interaction with other teams within the 
organisation for a number of reasons.  Firstly, the nature of the work means that the 
key contacts are largely within the team as opposed to in other areas of the 
organisation.  Additionally there is a desire to protect the intellectual property 
developed and applied on the project.  As many staff move across engineering firms, 
steps are taken to limit the proprietary knowledge to those on a ‘need to know’ basis 
only.  This reality is revealed in the following comments about interactions with 
other teams: 
Formally, there is some but not a lot.  It’s not as much as we would normally 
have because of the nature of the project – first of all, it’s a confidential 
project, so everything’s locked down, the IP, the intellectual property. ... So 
the collaborations with certain groups are far and few between and we 
manage it by, you know, this is what you need to do, and just do it and come 
back.  A lot of them do ask questions and we smile at them and say:  Just do 
that please.  (laughs)  So it’s, like I say, a confidential project so we don’t let 
go of the technology that often.  Because in our game, you know, people 
move from company to company to company (A44). 
Ideas sources in Team Five 
New ideas in Team Five come from a number of sources and are generally 
related to the interdisciplinary nature of the build.  There are a number of design 
issues and technical challenges that arise throughout both the planning and 
construction phases.  These are typically discussed in formal design review meetings 
where there is a specific process of asking questions and evaluating alternatives and 
formalising decisions.  Other ideas can come from pilot testing new systems; from 
experimentation; and from seeking input from team members with specific technical 
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expertise.  Team processes involving discussion and evaluation prompt individual 
analysis at both a conscious and unconscious level.  The following responses 
highlight not only the source of ideas, but also the processes for evaluating them: 
So if you have two ideas which fulfil the essential part then it really is down 
to preference ... Sometimes we will have a difference in preference which 
will result in many discussions.  And I encourage this as it actually suits my 
thought processes and I try and put it down and come back the next day.  I 
always find that my sub conscious tends to do a whole lot of work in the 
background.  It doesn't let my conscious know until the next day (A38). 
 
Well, the new ideas come from design reviews.  I have a minimum of three 
design reviews.  At the moment as we get busier, I’ll be having five, six, 
seven, eight design reviews.  This is around the model, talking about 
different aspects.  You have multi-discipline teams and we talk about 
specifically drill down to problems:  How we can operate this?  What’s he 
doing?  Why is he doing it?  Can we do it any better?  Is there another 
product which we can use which is better? (A42).   
 
These design reviews are really the genesis of all the ideas on the project. ... 
And all the projects operate the same way.  Some are more structured at 
different companies than others.  So you either get more ideas or less ideas.  
But you have to have some structure cos you can’t have them completely out 
of control otherwise you end up a talk fest and you achieve nothing ... If you 
don’t have the design reviews, your design can go off the track really quick.  
Once the design gets off the rails, it’s very hard to pull it back (A42). 
This last comment highlights the importance of structure around consideration 
of new ideas, so that they are effectively evaluated and then either accepted or 
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discarded as considered appropriate at that time.  Ideas come from everybody, but 
who the idea comes from and who is responsible for deciding on the validity of the 
idea determines the final outcome: 
It depends what you mean.  So if you mean technical ideas, it’s one thing, or 
how we do our work ... like, it comes from all sorts of people.  But, yeah, it 
depends on what it’s about, and who’s the right person that can – I’d say 
everybody, well, not everybody ... most people come up with ideas.  And 
then, depending on where they are, they get evaluated and either used or 
discarded - depending on the validity at the time (A36). 
Risk management also drives team members to test potential solutions.  This 
helps to better understand the presenting problem as well as to assess the idea’s 
merits. 
So a good example is about two months ago we had a problem in Saudi 
Arabia where we, basically now know, but at the time we didn’t, we 
designed a vessel that was slightly too small and slurry was being sprayed all 
around the plant like a sprinkler.  So there was a lot of ideas brainstorming 
on what to do, what’s the best way to do it.  We went in a room; one of the 
guys even went home and used a Coke bottle and tested it out in his 
backyard, took a video and came back to the office and said, ‘See, you guys 
are wrong.  It doesn’t work like that’.  Because he was trying to shoot down 
the idea.  But the way I see it is he was trying to understand the idea rather 
than trying to shoot it down, but more trying to understand.  And it’s a good 
thing that they don’t actually just take the idea and say:  Yeah, yeah, that 
sounds quite good.  But they actually have to go and physically test it out.  
Yeah, that was a very good example and a very pleasing exercise that we did 
actually (A44). 
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 Territoriality around decisions related to specific discipline areas exist. 
Ownership of a decision can be disputed when different disciplines have a stake in 
the outcome.  Who participates in discussions and then who owns the final decision 
can be a source of tension as revealed in the following comment:  
I don’t think in our team very often do we come to a dictator-type.  I’m just 
making the call because I’m the lead.  Most of the time we just, as a group, 
come to the decision that that’s the best way to go and it might not be 
exactly what they proposed, or it might be exactly what they proposed.  But 
we’d talk through it.  If I’m proposing a structural thing to the other 
disciplines, I’m probably a little bit more hardnosed because it’s our area of 
expertise and they shouldn’t be telling us what to do (A36). 
Tension exists between adopting proven approaches versus new ideas, as there 
is an underlying expectation that the team should be able to implement this project in 
exactly the same way it was done previously.  This approach is considered to be 
more efficient, and to minimise risk.  However, there are areas where the new plant 
design is not the same as the previous one, where a need for a different type of 
execution is required or where new systems are being introduced requiring a new 
approach as illustrated below: 
Innovation is not exactly encouraged.  And that is where we come a bit 
unstuck on this project.  Because of the process and the technology we are 
working with - first of a kind stuff is not encouraged because it is risky.  So 
if I do something that is first of a kind - I need to make sure that we do CFD 
analysis or FEW analysis or do I need physical modelling done … So the 
innovation now is coming more from people with plant experience (A37). 
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Multiple forms of innovation are investigated, with due consideration to risk 
mitigation: 
The other parts where we are getting a lot of innovation are coming from 
how we execute the project - how we can execute in more efficient ways, 
work sharing more efficiently.  Can we improve communication?  Look for 
ways to overcome cultural clashes? So in the project there are the 
engineering parts - but we need to look at these other parts as well.  And so 
there is a lot of innovation taking place on cultural awareness.  Systems - we 
are running with two new softwares that we have not used at Alpha before.  
So we've tested it and I've got that running as the primary. We have a plan B 
in place for risk mitigation (A37). 
How people feel about engaging in debate, which can be emotional and time 
consuming, has an impact on the idea generation process.  It is also recognised that 
for a change of approach to be accepted that there is a need to get the buy-in of other 
senior staff members: 
Look it depends on how well the meeting has gone.  If we all just trying to 
get out of there then we won’t raise anything as an issue.  Sometimes we 
prod each other - if for example, structural department owes us this or 
process guys needs to do this.  I see it as a two pronged thing basically; 
making management aware of what the issues are and what is holding us up 
(A38). 
Getting the buy-in of the Technology Manager is of key importance: 
But also I've found a lot of new ideas will get through with one-on-one 
discussions with the Technology Manager, because if you win him over.. 
(A38). 
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Perceptions as to how the leader behaves in managing the project, also has a direct 
impact on the prevalence of new ideas: 
New ideas ... we don’t really produce new ideas to be honest.  That’s maybe 
not right.  You see, we’re repeating what was done on another project.  And 
actually, to be honest, this project is very autocratically run as far as the 
ideas are concerned (A39). 
Idea generation is controlled by the need to manage risk carefully with new 
ideas more likely to be considered at the beginning of the project and often emerging 
in the design review meetings.  Additionally, as mentioned earlier, a similar project 
has been undertaken previously so it is safer and more efficient to follow what was 
undertaken there.  However, because of the scope and interdisciplinary nature of the 
project, problems emerge requiring agreed solutions across disciplines.  These can be 
resolved through debates in meetings or through one-on-one conversations with 
impacted stakeholders.  Further insights into the situations when there is a lively flow 
of ideas follow: “Normally when there’s a problem, there’s an issue” (A44); “Ideas 
are flowing in the design meetings” (A39). 
When things aren’t running smoothly.  Yeah, when things aren’t running 
smoothly people will express their opinions.  Which is a good thing I think; I 
think it’s really good cos we all take pride in what we’re doing and we want 
to make it happen (A36). 
Design review meetings are an important forum for idea generation particularly 
when all of the disciplines are actively contributing: 
It’s usually ... you’ll be in the model review and you’d be looking at 
something and somebody might say:  You know, that’s going to be very 
difficult to operate that.  And somebody will:  If we change that around that 
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way we might.  What about that structurally?  Yeah, we can do that.  It’s 
really... it’s good when you get all the disciplines interacting at the design 
reviews.  Sometimes if you’re discussing one aspect of the job, so you’re 
just discussing piping, the electrical guy might fall asleep in the corner.   If 
you’re zooming in on just one aspect of one discipline, sometimes the other 
disciplines can switch off, but sometimes everybody gets interested in a 
particular aspect of the design and that’s really the good part of it (A42). 
 
We are redesigning how we do our high pressure steam and distribute it and 
- you know that was a good example.  We had some key people in the room 
- like the piping and mechanical engineers, the Technology Manager and the 
process engineers were in the room.  We knew there was a problem with 
what was currently being done.  ....  And coming up with a bit of an action 
plan of what needs to be done - explaining out points of view  - a little bit off 
the cuff - why things will and won't work.  It quite often happens that we 
have discussions like that (A40).  
In summary, it appears that there is most often a lively flow of ideas when 
there are problems or technical challenges encountered, and when all disciplines are 
actively involved in finding solutions through discussion and debate.  Team members 
value applying their technical skills to evaluate alternatives and solve problems.   It 
is recognised that the idea discussion process prompts both conscious and 
unconscious analysis and resolution in an individual’s head.  Building on these 
comments, it is useful to consider how people raise contrary views as they provide 
additional insights into the attitudes, behaviours and culture within the team.  
Comments reveal robust interactions when the different disciplines are working 
together, with perceptions that conflict often results from people’s egos: “No, the 
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team is not afraid of putting the new ideas up, and they’re not afraid of the shooting, 
that’s for sure.  At least the Leads are not” (A44). 
Contrary views? It depends … And this is where the PhDs ... during the 
feasibility studies - lots of personality clashes.  I'm surprised that HR hasn't 
sacked the half of us because we have a lot of people with a lot of egos and 
stubbornness.  It exists because you can't tell me what to do. ... You do need 
people on the project to be overly cautious, and then you also want people to 
be pushing the envelope ... because that is where the innovation is coming 
from.  But then getting them to agree on something as a way to move 
forward ... sometimes we think we have closed the issue and they are still 
talking about it three weeks later (A37). 
 
It’s an ‘Alpha male’ attitude up there for sure, and we’ve all got our ideas 
and sometimes people don’t like other people’s ideas …  So we do argue ... 
sometimes it has to get escalated ... I’ve walked out of meetings and refused 
to go back in because the behaviour was atrocious.  So sometimes the 
behaviour can be terrible in meetings and generally it’s good.  I’d say it’s 90 
per cent or better good, and less than 10 per cent is when we just get 
destructive with one another (A36). 
The need to manage new ideas as the project progresses and becomes more defined, 
limits the opportunity to evaluate new and contrary views: 
We start off wide and then we get down to a very narrow neck.  So after 30 
per cent of the project we do this what we call a Milestone 1 Model Review 
and after that, phew, it’s all locked down.  It’s very difficult to get a change 
after that.  Up till then, you can argue your case and:  Yeah, okay, we’ll 
change it.  So you do get a period of it.  It’s nominally, all I can say, 30 per 
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cent of the job there’s a period of change of when you can change it.  After 
that, no, cos you’re into detail design (A42). 
Most team members are open to expressing contrary views, and also to 
criticising the views of others.  There is evidence of heated exchanges occurring 
through this process, which has in part been attributed to ‘Alpha male’ attitudes.  The 
work process clearly requires alternate views to be considered early on in the project 
so that work can move forward with a funnel analogy being used to describe this 
process.  The use of milestones for model reviews provides a deadline by which 
agreement needs to be reached on the design work. 
Time to explore new ideas 
The progress of the project against key milestones is tracked and reported on, 
in the weekly project status meeting.  Time pressures vary and impact on creative 
processes in different ways.  From one perspective they cause frustration and heated 
emotions.  From another perspective, they force people into the creative process to 
get the problem resolved.  There are differing levels of pressure to deliver at different 
phases of the project.  Responses to questions about the adequacy of time follow: 
At this point in time, no.  But there probably shouldn’t be at this phase in the 
project, cos now we’re at the phase where it should be basically locked down 
and those changes should not even be entertained unless the client signs off 
on it.  But in the previous phases of the job then definitely (A36). 
 
Well - it's a tricky one because I think that if you don't have pressure on 
schedule or budget then you tend to procrastinate.  So I think - engineers can 
be a little bit like scientists and mathematicians - forever trying to reinvent 
the wheel so one of the good things is having the schedule is that it drives 
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decisions but  - there are times when there is a schedule that needs to be 
pushed and it is unrealistic because we haven't got all the information - 
haven't come to a decision that all the team members particularly 
instrumentation and mechanical are happy with the solution being provided 
and that we think that it is a safe, operable solution.  So often there is an 
unrealistic expectation on schedule. And often there's good reason to push 
ahead and as much as you might not agree with it - it might assist in the long 
run (A40). 
The Technology Manager had a clear role in prompting the exploration of new 
ideas: 
That’s always a challenge.  But we do explore new ideas a lot more because 
we’ve got the Technology Manager on the job.  So that’s a position that’s 
not normal on, I would say.  There is no other project in Australia that has 
Technology Managers on the project.  So on this job, their role is to explore 
the new ideas, because of the intent of patenting the idea (A44). 
Having a Technology Manager on a project actively looking for opportunities to 
commercialise knowledge contributes to creative behaviours.  Other observations 
about the role of the Technology Manager in promoting innovation follow: 
Sometimes [Technology Manager] comes with the ideas that he wants … but 
he doesn’t know exactly how to do it.  So we have to come up with the way 
to do it.  And sometimes he’s pushing us back.  So we say:  It can’t be done.  
He says:  No, think about it.  Think about how it can be done.  And then 
eventually:  Oh, yes.  Maybe we can do this.  So he’s pushing, pushing, 
pushing (A39). 
These comments highlight how much the specialists enjoy the detailed 
engineering aspects of the role and the opportunity to innovate: they clearly love 
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applying and developing their technical skills.  Additionally, pressure from the 
dedicated Technology Manager forces team members to explore new ideas.  
However, the general feeling is that these activities need to be limited to the 
appropriate phase of the project so that targets are met.  Tension between the need to 
deliver and opportunity to innovate emerges frequently throughout the interviews. 
Summary for Team Five 
Team Five undertakes complex and interdisciplinary work as they construct a 
plant in the Middle East.  The work has challenges from both from a task and 
relationship perspective.  Technical challenges are valued by team members and 
allow team members to use and master their professional skills.  However, 
behaviours that contribute to interpersonal conflict are not valued by team members, 
although it is recognised that conflict can facilitate deeper evaluation of alternatives, 
experimentation and better decision making processes.  Disagreement can result in 
higher levels of creativity as team members seek to prove or disprove their own or 
other team members’ technical proposals.  Design review meetings are an important 
forum for discussing solutions to the technical aspects of the project.  The regular 
stimulation, exploration and refinement of ideas through design review meetings and 
weekly status meetings, with managed contestation around ideas contributed to a 
work environment supportive of creative behaviours.  Ideas move through an 
iterative shaping process in the design review meetings that becomes smaller as more 
decisions are made and structure is provided.  Having a dedicated Technology 
Manager on the project provides an additional prompt for evaluating and developing 
better solutions with potential for being patented.  Creative behaviours mentioned in 
Team Five include rigorous discussion, challenging viewpoints, asking questions, 
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evaluation of alternatives, undertaking experiments and developing prototypes.  An 
illustration of the idea shaping process is provided below in Figure 4.1.6. 
 
Figure 4 16 Overview of idea shaping process in Team Five and creative behaviours 
 
A visual summary of the characteristics of Team Five that influence creative 
behaviours are provided below in Figure 4.17. 
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Figure 4.17 Overview of characteristics of Team Five influencing creative behaviours 
 
Having looked in detail at the characteristics within the team work 
environment which influenced creative behaviours by team, it is useful to summarise 
the different creative behaviours identified through the interviews and observations 
in team meetings.  These behaviours are summarised by team in Table 4.1. 
Table 4.1 Examples of creative behaviours for each team 
Examples of creative behaviours  Team 
One 
Team 
Two 
Team 
Three 
Team 
Four 
Team 
Five 
Listening √  √ √ √ 
Asking questions √  √ √ √ 
Providing business or contextual information √  √  √ 
Offering different opinions. Providing advice √  √ √ √ 
Asking employee for opinions on next steps √  √ √ √ 
Challenging a viewpoint     √ 
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Examples of creative behaviours  Team 
One 
Team 
Two 
Team 
Three 
Team 
Four 
Team 
Five 
Experimenting/Proto-typing     √ 
Analysing a problem in detail.  √  √ √ √ 
Reflecting on and exploring lessons learned √  √   
Having informal conversations √ √ √ √ √ 
Showing positive & encouraging body language √  √ √ √ 
Admitting mistakes made √     
Contributing to discussions and offering 
suggestions  
√  √ √ √ 
Providing recognition  √  √   
Scanning the business – keeping an eye on what 
is going on – to anticipate changes in the way we 
deliver 
√ √    
Showing initiative. Acting independently.  √ √ √ √ √ 
Influencing others.  Bringing out their best. √ √ √ √ √ 
Taking advantage of location to interact with 
internal clients 
 √    
Responding (in a different way) to a request from 
internal clients  
 √    
Responding positively to new ideas or approaches √ √  √  
Scanning external media, website and 
publications for new ideas  
 √    
Being proactive rather than reactive √ √    
Inviting people to participate in the discussion √  √ √ √ 
Taking photos or videos of client problem of 
experimenting 
  √  √ 
Applying effective interviewing skills    √  
Being open to taking risks      √ 
 
An across team comparison of characteristics that influenced creative 
behaviours is provided in the next section.   
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4.3    ACROSS TEAM COMPARISONS OF CREATIVE BEHAVIOURS 
INFLUENCES  
Having looked in detail at each team and the characteristics which most 
influenced creative behaviours, it is useful to compare findings across teams to 
identify which characteristics most commonly emerged as influential.  Several tables 
have been prepared highlighting different cross sections of the data.  These tables 
provide additional insights into research question one:  How do the characteristics of 
a work environment influence creative behaviours?  The main themes explored in 
each of the tables are summarised below in Figure 4.18 with a synthesis of key 
findings provided before each table. 
 
Figure 4.18 Organisation of discussion across teams on influences on creative behaviours   
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4.3.1 History, structure, location and types of problems by team  
In overview, some teams have had a more turbulent recent past in terms of 
layoffs and restructuring.  Some large teams have discipline leaders or second level 
mentoring structures in place rather than traditional reporting relationships.  Three 
teams are physically located together with two teams having members in multiple 
locations.  Three teams undertake engineering related work while two teams are in 
support functions.  Work undertaken can be related to client projects, internal 
processes and systems, and managing internal clients.  These points are described in 
Table 4.2.  
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Table 4.2 History, structure, location and types of problems by team  
Topic and 
source 
Team One Team Two Team Three Team Four Team Five 
Recent 
history 
 
Two team 
members 
recently laid 
off 
Around 10 
team members 
laid off and 
previous 
function split in 
two, i.e., 
business 
development 
and marketing 
No layoffs  
Team has 
history of 
success so 
many repeat 
customers 
Still some 
concerns 
over work 
pipeline 
A relatively 
new team 
Expertise 
purchased as a 
result of 
acquisition 
Team 
metaphorically 
has ‘training 
wheels’ on. 
Well 
established, 
complex 
project with 
patented 
technology 
Two to three 
year time 
frame for job 
providing 
level of 
financial 
security 
No. team 
members 
 
How team 
structured 
 
9 employees 
 
Two sub 
teams:  
Accounts 
Payable and 
Accounts 
Receivable 
6 employees 
 
Highly 
independent 
roles 
undertaking 
marketing, 
communication 
and business 
development 
activities at 
different sites 
13 employees 
 
The manager 
together with 
three senior 
engineers 
leading the 
different 
projects and 
mentor junior 
team 
members 
6 employees 
 
Has three more 
experienced 
members plus 
the manager 
who mentor the 
less 
experienced 
team members 
10 employees 
 
Total project 
team growing 
from 30 to 50   
Heads of 
disciplines 
lead 
professional 
teams of 
around 6 – 8  
Multiple roles 
and 
stakeholders 
Location Brisbane Brisbane, Perth 
and Shanghai 
Brisbane Brisbane Brisbane and 
United Arab 
Emirates 
(UAE) 
Examples of 
work and 
typical 
challenges 
teams work 
on 
 
Implementing 
new financial 
systems and 
processes 
Managing 
internal 
clients. 
Developing  
pitches for new 
business, 
designing 
creative media,  
and conference 
organisation 
Solving 
structural 
problems 
with plant  – 
often with 
incomplete 
information  
and pressure 
to deliver 
quickly 
Modelling and 
analysing client 
business 
processes and 
problems   
Team 
sometimes 
‘fishing’ to find 
problem to 
solve or 
processes to 
improve 
Construction 
of processing 
plant. Unique 
technical 
problems  
Also 
challenges in 
working 
across 
disciplines 
and with third 
party 
providers 
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4.3.2 Orientation to learning, formal and informal processes and characteristics 
In terms of orientation to knowledge acquisition, all teams have learning built 
into their daily interactions, team meetings and processes. However some teams 
more consciously do this than others.  For example, Team Five has learning built into 
their design review meeting, particularly in the early stages of a project.  The 
employees who were interviewed were very open to learning.  Some teams have 
more formal meeting structures than others.  Most teams have a high level of 
informal interactions and knowledge sharing and limited interactions with other 
teams inside of Alpha.  These points are described in Table 4.3. 
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Table 4.3 Orientation to learning, formal and informal processes and characteristics   
 Team One Team Two Team Three Team Four Team Five 
Orientation of 
team to 
learning 
 
Very open to 
helping each 
other solve 
problems and 
learn and 
implement 
new ways of 
working 
All are open 
to new 
approaches   
Very limited 
by lack of 
time and 
resources and 
to an extent, 
by physical 
separation 
Love solving 
technical 
problems and 
finding ways 
to improve 
project 
management 
processes 
Love solving 
analytical 
problems.  
Modelling 
core to work 
Seek 
information 
and solutions 
from range of 
sources 
Love solving 
technical, 
discipline-
specific 
problems 
Will engage in 
experimentation 
to find solutions 
Physical 
Environment 
Staff sit 
around a low 
S wall in an 
open plan 
office. 
Use common 
meeting room 
for monthly 
meetings 
 
Split across 3 
locations.  
Staff in 
Brisbane sit 
around low S 
wall 
Have own 
wing of 
building with 
offices 
seating 4 
people open 
to common 
hallway plus 
dedicated 
kitchen and 
meeting 
room. 
Staff sit 
around a low 
S wall in an 
open plan 
office. 
Use common 
meeting room 
for ad hoc 
meetings 
 
 
Staff sit around 
a low S wall in 
an open plan 
office in 
Brisbane. 
Dedicated 
meeting room 
with drawings 
on walls in 
Brisbane + 
Meeting room 
in UAE. 
Connect via 
video web 
technology. 
Informal 
interactions  
 
Very high 
level of 
informal 
interactions 
as a result of 
friendships 
and physical 
locality 
By virtue of 
distance, 
many 
interactions 
are via 
electronic 
chat channels 
Relatively 
high level of 
interactions.  
Strong team 
culture of 
helping each 
other. 
High level of 
interactions.  
Strong team 
culture of 
helping each 
other and 
joking with 
each other. 
Informal 
interactions 
required by 
demands of the 
project for 
integration of 
service delivery 
Formal 
meetings 
 
Monthly 
meeting to 
review 
overall work 
status. Also 
problem 
solving and 
new 
initiatives.  
Irregular team 
meetings – 
usually 
conducted via 
chat (LYNC) 
and not face-
to-face. 
Weekly safety 
huddle and 
project status 
update. 
Very few 
formal 
meetings 
Attend 
weekly safely 
huddle with 
other 
employees on 
their floor 
Weekly DRM 
covering safety 
and project 
status update. 
Biweekly DRM  
Interactions 
with other 
teams 
 
Contact 
limited to 
accountants, 
and Project 
Managers 
Widespread 
contact with 
internal 
clients and 
stakeholders 
Contact with 
other teams 
limited. Most 
contact at 
manager level 
Contact with 
other teams 
limited. Most 
contact at 
manager level 
Contact with 
other teams 
limited. Most 
contact at 
manager level 
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4.3.3 Characteristics most related to creative sources, processes and behaviours   
New ideas come from a range of sources across all teams. Many ideas come 
from the manager or more experienced team members.  However, most team 
members actively contribute to discussions focussed on problem resolution, which 
also generates new approaches and ideas.  Collaboration within the teams is the most 
consistent characteristic influencing creative behaviours.  High levels of autonomy 
also support creative processes.  Several factors limit creative behaviours including a 
lack of resources, including time and financial resources, as well as a requirement to 
be risk averse.  For Team Five, conflict both fosters and limits creative processes.  
Refer to Table 4.4 below for these details. 
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Table 4.4 Characteristics related to creative sources, processes and behaviours   
Creative 
Behaviours 
Team One Team Two Team Three Team Four Team Five 
Sources of 
new ideas 
Manager and 
Director 
From 
discussions 
around 
improving 
processes and 
solving 
problems 
From  
business 
development 
challenges 
From 
problems 
Nature of 
problems 
faced 
Experienced 
others and 
team members 
 
From nature 
of problems 
From external 
sources 
From each 
other and 
Manager 
 
Nature of 
problems faced 
Experienced 
others and team 
members 
Technology 
Mgr 
From 
experimentation 
 
What 
supports 
creative 
behaviours in 
team?  
 
Collaborative 
work 
environment 
Autonomy 
 
 
Collaborative 
work 
environment 
Autonomy 
 
 
Collaborative 
work 
environment 
and mentor 
and manager 
Collaborative 
work 
environment 
and first and 
second level 
mentor and 
manager 
Need to find 
solution to 
technical 
problem 
Early stage 
thinking in 
DRM  
What limits 
them in 
team?  
Sometimes  
insufficient 
time 
 
Sufficient 
time 
Competing 
demands 
Limited 
budget 
Sometimes  
insufficient 
time 
Risk aversive 
culture.  Need 
for tried and 
tested 
methods 
Clients brief 
and clients $$ 
Lack of 
history/ and 
experience in 
dynamic 
simulations 
Track record 
in using 
software 
Sometimes  
insufficient time 
Behaviour of 
other team 
members e.g., 
conflictual 
behaviour and 
lack of 
collaboration 
 
 
 
4.3.4 Influence of manager and expectation settings 
Frequently occurring and positive management behaviours included listening 
to staff, asking questions and being open to new ideas.  These behaviours directly 
influenced team member behaviours, the team climate, and the level of attachment 
people had to the manager and team.  This level of attachment was in effect a 
measure of the quality of the relationship between team member and their manager.  
There was a ‘light touch’ in terms of expectation setting from the managers, with 
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most direction coming from either the client brief or the individual’s own targets.  
These points are described in Table 4.5.  
Table 4.5 Influence of manager and expectation setting  
Creative 
behaviours 
Team One Team Two Team Three Team Four Team Five 
Influence of 
manager 
Manager 
displays 
behaviours of 
active listening, 
questioning, 
being open to 
new ideas, 
providing 
recognition and 
creating a 
psychologically, 
safe work 
environment 
Manager is 
very 
supportive and 
promotes the 
building of 
new ideas 
Provides staff 
with a high 
level of 
autonomy 
Recognised 
within the 
team as a 
good mentor  
Has strong 
loyalty from 
team members 
In team 
meetings 
actively 
listened and 
prompted all 
team members 
to participate 
Provides 
experienced 
staff a high 
level of 
autonomy 
Joking with 
team 
members 
creates a 
sense of 
being ‘one of 
the boys’ 
fostering 
cohesion.  Is 
energetic, 
outspoken 
and self-
deprecating 
Recognised 
as a good 
project 
manager 
Actively 
contributes to 
discussion 
and debates; 
asking 
questions; 
and providing 
status updates 
Can push 
hard 
Expectation 
setting  
Sets clear 
expectations for 
major 
milestones 
Doesn’t micro-
manage 
Team 
members 
operate with 
very high level 
of 
independence, 
making 
decisions as to 
which of their 
internal clients 
goals and 
expectations 
they will meet 
with 
consideration 
for available 
resources 
Expectations 
are set with 
consideration 
for the client 
brief, the tasks 
identified to 
meet the 
client’s need 
and the 
requirement to 
be profitable 
Expectations 
are set in 
relation to the 
client’s 
questions. 
Once the brief 
is set the 
work needs to 
be done 
within the 
allocated 
time. Team 
Four work 
collectively to 
find the 
answer 
The scope of 
works and 
agreements 
with key 
stakeholders 
defines what 
has to be 
delivered 
The Leads 
then establish 
how this will 
be done for 
their 
respective 
teams 
 
 
4.3.5 Team characteristics and social environment  
The cultural and climate characteristics of the five teams are quite different.  
Summarising the information gathered in the study it appeared that Teams One, 
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Three and Four have the greatest level of cohesiveness and feelings of psychological 
safety.  Members of Team One talked more about friendship and had higher levels of 
social interactions than any other team.  Team Two had experienced the most impact 
from recent layoffs.  Team Three had a very strong sense of team identity and 
loyalty.  Team Five had the most complex project to deliver and the highest task and 
relationship conflict of teams reviewed.  Refer to Table 4.6 below. 
Table 4.6 Team characteristics and social environment 
Creative 
behaviours 
Team One Team Two Team Three Team Four Team Five 
Team 
characteristics, 
social 
environment 
and culture 
 
 
Fun, 
friendship   
Highly 
cohesive 
High 
learning 
orientation 
Deep 
attachment to 
organisation 
 
Shell-shocked 
from downturn 
and recent 
layoffs 
Fragmented  
Dysfunctional 
Hardworking 
All very 
experienced 
Independent 
job roles 
Conservative 
Mixed 
experience 
levels 
Strong 
emphasis on 
learning and 
qualification 
attainment 
Deep 
attachment to 
manager and 
team 
 
Young 
Curious  
Analytical 
minds   
Mathematical 
backgrounds 
Sense of fun 
 
Large team of 
mini teams   
Highly 
experienced 
Mixed  
engineering 
disciplines 
Managers 
leading teams 
Very strong 
technical 
skills and 
advanced 
qualifications 
Conflictual 
Political 
However, 
getting better 
in terms of  
behaviours 
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4.4    INFLUENCE OF ORGANISATIONAL CHARACTERISTICS ON 
CREATIVE BEHAVIOURS   
While the objective of the study was to investigate characteristics impacting on 
creative behaviours within work environments, the influence of organisational 
specific characteristics more widely emerged frequently in discussions as having a 
bearing on employee attitudes and behaviours.  Specifically those organisational 
characteristics identified as influencing creative behaviours included a flat 
organisational structure; a highly autonomous environment; ‘light’ processes 
including performance management systems and flexibility and fluidity over job 
roles; friendly environment described as akin to a ‘family’; a comfort with 
redundancy of activities and the physical design of the open-plan office environment.  
These influencers are summarised below in Figure 4.19.  
 
Figure 4.19 Organisational characteristics influencing creative behaviours  
 
Each of these areas is discussed in turn in the following sections. 
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4.4.1 Flat structure  
While Alpha has grown from a small organisation to one employing over 
10,000 employees, it has been deliberate in maintaining the informal feel of a small 
organisation by keeping the formal structure flat and informal internal processes to a 
minimum (Pers. Interviewees.com).  This has meant that it is easier for staff to 
access senior people and for roles to evolve:  
Alpha has a very flat structure.  It is not regimented - that’s a good part of 
Alpha.  Everybody’s allowed to do their things, do the right things, to the 
best of their abilities and their understanding of the business (A15). 
 
Yes, it’s a little bit different in terms of the company and culture.  Like, the 
company I worked before, it’s an American company, so it’s more like ... 
they’re got a very specific hierarchy of management levels.  Yet here it’s 
more flat.  Here they’ve still got different levels, but in terms of management 
it’s more approachable (A22). 
 
And I guess that’s maybe somewhat related to the questions about the 
culture. ... The thing is that people are pretty happy to ask the boss or ask the 
CEO sort of the tough questions whenever we have the bigger meetings with 
the whole office, all in one room.  I think a lot of the more quite senior 
people are still quite approachable (A23). 
 
I remember that my first impressions were that it was very difficult to get 
things done.  Because there was no clear hierarchy it was confusing to me 
and to get clear direction from people and also to understand the needs of the 
business and what needed to be done (A9). 
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Basically, it is actually quite a good company - it is pretty good to its 
employees and pays pretty well.  They do have a genuine interest in terms of 
promoting technical excellence (A38). 
Building on these points about the limited direction of senior management, it 
was recognised that decision making processes can take a long time because of the 
structure: 
Things take a long time because a lot has to happen by committee. ... these 
are unofficial committees.  So you can think that you are 90 per cent done - 
and then someone who you wouldn't think would be related to the project 
will say I don't like what you are doing. … It makes everything really 
complicated and complex to get stuff done (A9). 
Flat organisational structures can also create opportunities for new behaviours: 
I think I touched on this before - because of the way the organisation works 
and that you are responsible for your own destiny here it has really brought 
out some qualities in me that I knew that I had  … Things like - being able to 
communicate well with people - gain their engagement and buy in and 
things.  To be able to manage multiple stakeholders at the one time (A9). 
4.4.2 Autonomy  
Having a flat structure is consistent with Alpha’s espoused values of providing 
autonomy to staff and promoting innovation and is perceived to be different to other 
Engineering, Procurement and Construction Management companies: 
I had a lot of freedom. ... Alpha is very different and one of the key 
differences to many of its competitor.  And the only way you can do this is 
to allow people a lot of freedom.  Ideas like I said at the start it is easier to 
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ask for forgiveness than permission.  If you've got an idea - even if someone 
says no - that doesn't necessarily mean no ... because you've got lots of 
bosses. You can - within bounds - do what you want (A12). 
 
So at the beginning I did find it a bit confusing given that I’d come from 
another engineering background and they clearly defined my role and my 
responsibility.  Coming here, I thought that maybe the switch from an 
engineering company to a consulting company it’s more up to me to find out 
what needs to be done - which I find is true.  And ultimately we were told by 
the senior members that if you think that’s the right thing and you talk to the 
people and you come to a conclusion, this is the right thing to do.  Then go 
ahead and do it.  … But if something is not the right direction, someone will 
tap you on the shoulder and say:  Hey, maybe you should have done this. ... 
Some people go nuts in the Alpha environment.  Simply there’s no direction 
given or clear direction given; they will be sitting there twiddling their 
thumbs and not understanding how and what to do.  I would recommend 
someone who likes to take initiative, thinking about being creative in Alpha 
(A14). 
If new employees did not like the working in such a loosely structured and 
highly autonomous business environment that they would eventually leave: 
So it is one of those things that is difficult because when they come from a 
very structured business it makes no sense.  And they either come around to 
it or they end up leaving ... typically exiting within that 6 - 12 month period.  
Because sometimes it doesn't make sense.  And there is a very strong view at 
the board level that this is a very unique part of the business - so they 
actually don't want to change (A12). 
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Many of those interviewed mentioned that they enjoyed the high level of 
autonomy they had been given, as it gave them a freedom and proactivity to pursue 
those tasks that they felt best supported the objectives of the business.  The exception 
to this norm being graduate entry level engineers who received much closer 
direction.  High levels of autonomy reflect an intentional organisational value that 
managers have embraced.  It contributes to both creative behaviours and employee 
engagement as will be discussed in the next chapter.    
4.4.3 Processes – Job descriptions and performance management 
Consistent with their objectives of giving staff a high level of freedom, formal 
roles such as job descriptions and processes such as performance management were 
either ‘light on’ or invisible to staff, compared to other organisations: “That is weird 
about Alpha.  It is the only job where I haven't had a performance review.   I find it 
so strange and I always forget to bring it up actually” (A2). 
From what I understand there is no formal evaluation of performance.  Since 
I've been here I've had a probation interview - when I came out of my 
probation period, from my previous job - and I haven't had a formal 
discussion about performance since (A3). 
 
But Alpha doesn’t do, we don’t run on KPIs, we don’t do formal 
performance appraisals.  It’s more challenging that way I guess, but it also 
offers the flexibility that the more you want the more you can take and the 
more you can get.  And it’s very rare that you get your wrist slapped for 
pushing too hard; it’s just part of the business (A36). 
 
And in terms of global review of performance assessment, it is all really 
loose here.  There is not even really a performance management method or 
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requirement.  They have career development discussions which are very 
loose. And it is not even focussed around what you have done previously.  It 
is just about where you could be in the future - and your vision for your 
career and where you want your career pathway to go.  But what happens is 
that if someone is under performing then it leaves you with nothing to 
measure against.  So a lot of people don't have PDs.  They are outdated  
(A9). 
 
Alpha didn't define role descriptions until 3 - 4 years ago.  So they did not 
put on paper what your role is … and the 'official' reason for that is that they 
are a big company with family values.  So we don't tell you what to do - you 
are supposed to figure it out (A37). 
It is possible that these ‘light’ processes contribute to greater freedom of activity and 
development of new ideas.   
4.4.4 Friendly environment 
Many employees described working in the organisation as akin to being in a 
positive family community: “Family.  It is sort of like a family” (A25); “... from the 
people side of thing - my impression was that everyone was really lovely very nice, 
very friendly - culturally wise ”(A9); “It’s not an authoritative business - it's really 
interesting the way that it works.  It is a collegially managed, consensus driven 
business” (A14).  Concern for work/life balance frequently emerged in discussions as 
important in the organisation, and reflected these ‘family’ values.  These attitudes 
created a friendly environment that filtered down to some of the teams: 
I think that in the workplace like Alpha is a really relaxed company.  They 
want you to do your work.  They want you to get your eight hours done.  ...  
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yes you can be social and all that - but you've got to get your work done.  
You are here to work.  And I think we get that.  It's a relaxed environment 
but, you know we get out work done. They are very flexible.  Alpha is big 
on work/life balance. I know that a lot of the boys go to the gym at lunch 
time (A2). 
There is a psychological attachment that many people have developed towards 
the organisation as is evidenced in a comment made about the mood in the office 
after recent layoffs: 
 I've seen people who have been crying and crying because they are crying 
not because they love their jobs but because they miss the people here. So 
you know - the culture here is good (A11). 
4.4.5 Redundancy of activities  
Related to points made above about how few formal role descriptions and 
internal processes exist, is a comfort inside the organisation with parallel 
investigations and roles to gain facilitate better ideas and solutions: 
They let people put pots on the boil all over the place - and they are happy to 
have 300 pots on the boil at any moment if one goes out and fades away 
that's okay ... because this one is firing up and that is okay.  And then they 
will go, that one is working really well - let's put some energy into that. ... it 
is really a reactive culture.  From an overall organisational perspective you 
feel like you are playing catch up all the time.  And people come up saying I 
need this etc. it is quite unclear.  As a result a lot of duplication of work - 
because nobody has a clear picture on what is going on.  But it has been 
successful in the past (A9). 
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I came in as a communications specialist.  I kind of think that there was 
another person who was employed two weeks before me and I think that we 
were actually sold the same role.  My boss was actually on leave when I 
started - so it was a little bit difficult because we were trying to work out 
what our position descriptions were. There wasn't actually a position 
description so were trying to understand each other and suss what each of 
our roles were (A10). 
This aspect could equally be seen as inefficient but also as a facilitator of creative 
behaviours as people invest energy in defining their activities and roles and in 
experimenting with new initiatives.   
4.4.6 Design of the office environment 
Alpha has an open plan office design for most teams.  The exception to this 
arrangement was for Team Three, which has smaller open offices for four people 
feeding into a common open corridor in a separate wing of the building.  This open 
plan design has been consciously employed in Brisbane and in other offices to 
facilitate a more collegial workspace as revealed in the following:  
This office had the largest floor plate in Brisbane  - single floor plate size.  It 
was very open plan - originally they weren't going to have any offices, with 
a lot of get together rooms in the middle.  I think that it is a great space - 
although some people don't like it.  They changed from the original plan of 
completely open spaces by popping a few offices on each floor for senior 
people.  There is probably only about a dozen offices scattered around.  In 
[city name removed] - there are no offices.  So they deliberately pushed so 
that even the Leads down there had an open plan space.  Again it was to 
bring that collegial open door policy.  (A12). 
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There are mixed views as to the effectiveness of this open plan design.  On the 
positive side an open design is recognised for supporting interactions that facilitate 
joint problem solving: 
Because we are in an open space environment, I think it’s good for our 
communicating.  So the work environment groups us, like different teams in 
different areas. It’s very convenient to reach our team members and because 
of the layout we can gather together on one computer and solve problems 
together (A31). 
However, not everyone is confident that the open plan office is the right model: “I 
guess that has its pros and cons.  Like sometimes I wish I had an office, because I 
have a lot of personal conversations” (A36). 
I don't think that this open plan works.  But is there another alternative that 
could be offered to certain groups which might suit them?  I don't know what 
the answer is but I think that it is something that Alpha should be looking at.  
And it has certain positives - provides good interactions with others.  But the 
ability to work, either in the clients office - or in a separate kind of office, or 
a separate layout. I certainly like one where we are all working in a hot box 
sort of thing (A29).   
4.5 CONCLUSIONS  
Chapter Four considered the data relevant to answering the first of the three 
research questions: How do the characteristics of a work environment influence 
creative behaviours?  Consideration was given both to common characteristics 
within teams influencing creative behaviours as well as organisational 
characteristics.   
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Summarising these data, it appears that work roles can have both technical and 
relationship challenges.  The technical challenges were valued by many employees 
as they provided the opportunity to apply in-depth knowledge and skills and to 
continuously learn.  Indeed many employees stated a love for solving problems, and 
that it was these problems that were often the catalyst for creative behaviours.  The 
relationship challenges could cause friction in teams, prompting some team members 
to contribute less.  However, friction could stimulate greater debate, evaluation and 
experimentation which were creative behaviours in evidence across all teams. 
Some roles could be undertaken with a high level of independence from other 
team members, while others required collaboration and coordination.  Many 
solutions emerged from jointly investigating problems. This could happen from 
informal discussions, and from formal meetings such as the design review meeting.  
Other ideas came from the following: team managers or the more experienced 
members of the team; external sources; from having a role with a dedicated focus on 
innovation; and from experimentation.  Having work processes which bring 
employees together creates forums for new knowledge generation and capture.  More 
experienced employees and dedicated knowledge management roles can add value to 
these processes’.  Such forums generate dedicated spaces for new ideas where newer 
or less experienced staff can voice their questions and suggestions. 
Generally, there are high level expectations setting processes for employees 
which are not defined within a formal performance management or goal setting 
system.  Scope of works and client expectations are key drivers here.  Additionally 
targets are framed by requirements to meet schedules; budgets; safety and technical 
quality standards; and agreements with sponsors and key stakeholders.  The team’s 
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attitude to risk also influenced creative behaviours with tension between proven 
approaches and new ideas as another feature of the creative process.  
Many of those interviewed highly valued autonomy.  Experienced team 
members have a higher level of autonomy and this contributes to proactivity and 
experimentation.  Less experienced employees receive closer direction, are less 
autonomous and expect this.  The extent of testing of new ideas is a function of that 
team’s attitude towards risk.   There is a clear cautiousness evident in two of the 
engineering teams towards experimentation, with limited use of new approaches in 
order to minimise risk.   
There is a dichotomy with regard to having ‘enough’ time to explore new ideas 
and approaches.  Too little time forces a focus on tried and tested methods, whereas 
too much time may not provide enough of an incentive for innovation.  A lack of 
other resources, such as financial ones, can also limit creative behaviours and as a 
result, the way services are delivered.  
Managers’ behaviours directly influenced the attitudes and behaviours of team 
members towards engaging in creative behaviours. Managers who listened to team 
members; asked about challenges; prompted employees to solve problems; and 
offered suggestions and generally contributed to discussions; encouraged the 
development of team members’ critical thinking and problem solving skills.  These 
behaviours also built employees’ confidence and supported greater team 
cohesiveness.  In some teams, there were close friendships as well as a climate of 
collegiality.  These factors contributed to feelings of psychological safety, where 
team members could express contrary views and/or admit mistakes.  Social 
environments that encouraged a high level of informal interaction and had an 
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underlying culture of helpfulness fostered openness to sharing new ideas.  High 
levels of informal conversation and joking were observed in a few teams.   
While some teams were highly collegial and collaborative, others experienced 
interpersonal conflict.  One team particularly was described as having ‘strong 
personalities’.  As a result, a forceful approach was often required by team members 
when presenting ideas.  Another outcome of this environment was that team 
members would work harder, often undertaking additional experimentation to 
disprove the proposals of other team members.  In this circumstance conflict was 
seen as having a strong positive influence on creative behaviours, such as 
experimentation and evaluation, while not contributing to team cohesion. 
An open plan office encouraged informal knowledge sharing.  However, when 
periods of intense concentration were required, headphones were necessary with the 
dual purpose of blocking out noise and sending a signal that the individual did not 
wish to be disturbed.  Formal meetings provided a forum for knowledge sharing and 
mutual problem solving. These complemented informal discussions in the 
workplace.  With the exception of Team Two, most teams had limited contacts 
outside of their immediate team.    
As a first step towards building a model to map relationships between 
characteristics, Table 4.7 highlights the influence of different characteristics on 
creative behaviours.   Examples of interview data supporting the assessments of 
influence are included.  It is noted that some characteristics, such as autonomy and 
time pressure, have comments at both ends of the influence spectrum.   
  
 Chapter 4: Findings – Work Environment Characteristics and Creative Behaviours 203 
Table 4.7 Examples of evidence of characteristics from interviewee comments  
Characteristics Evidence 
Challenging Work Strong Evidence 
High:  I do some fairly challenging work so you need to think things 
through (A16). 
Autonomy Strong Evidence 
High: If I want to do something - I can just do it.  There are no show 
stoppers.  You can do it.  It is essentially up to you (A15). 
Low:  How much control do I have individually?  Not that much, because 
most of the shots are being called by someone else … because being a 
junior engineer (A26). 
Accomplishment Strong Evidence  
High:  Your incentive will come with the satisfaction of you’re getting 
something done and people say it’s good (A14). 
Low:  But you have to have some structure ‘cos you can’t have them 
completely out of control otherwise you end up a talk fest and you achieve 
nothing (A42). 
Time Pressure Strong Evidence 
High: One aspect is time.  If I’m given enough time, normally I perform a 
little better (A18). 
Low: But too much time is also not very good (laughs); just the right 
amount of time (A18). 
Modelling openness to 
new ideas 
Strong Evidence 
High: [Manager] comes up with a lot of big new ideas (A1). 
Medium:  They will always listen to you.  And they will always come back 
with -  Well yeah, that’s a good idea or no because we’ve tried that before.  
But if you want to try it again you can (A6). 
Having confidence in 
people you work with 
(Trust) 
Strong Evidence 
High:  I think when people are joking around with each other and feel free 
to, you know, if someone’s made a mistake they’ll just go:  Oh, you’ve done 
that wrong.  I think everyone’s really happy when no-one seems to be 
protecting their own job by worrying about if they’re making a mistake or 
asking a stupid question (A7). 
Culture of rigorous 
discussion which at 
times appears 
conflictual 
Strong Evidence 
High: People were – certainly when we originally did the job, they were all 
very ... they still worked with each other they just don’t accept the new ideas 
like you were talking about as well as they should be.  Instead of discussing 
it, and instead of shooting it down, they were really throwing stones at this 
thing, right.  And even to an extent that words were used:  That you don’t 
know whether you’re incompetent and those kind of things (A44). 
Medium: There’s lots of discussions, lots of exchange of views and then 
usually you will get the discipline owner of that change … they have to take 
ownership and agree to what the team says or not agree (A42). 
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Characteristics Evidence 
Meeting dedicated to 
idea management 
debate and decision 
making 
Strong Evidence 
High:  Well, the new ideas come from design reviews.  I have a minimum of 
three design reviews.  At the moment as we get busier, I’ll be having five, 
six, seven, eight design reviews.  This is around the model, talking about 
different aspects.  You have multi-discipline teams and we talk about 
specifically drill down to problems:  How we can operate this?  What’s he 
doing?  Why is he doing it?  Can we do it any better?  Is there another 
product which we can use which is better?(A42). 
 
Dedicated innovation 
spotter 
Strong Evidence 
High:  But also I've found a lot of new ideas will get through with one-on-
one discussions with the Technology Manager, because if you win him over 
... if you walk out of there with him thinking that it was his idea ... so that's 
probably the main forum for technical new ideas. We do bring them up in 
the meeting (A38). 
High: That’s always a challenge.  But we do explore new ideas a lot more 
because we’ve got the Technology Manager on the job.  So that’s a position 
that’s not normal on, I would say.  There is no other project in Australia 
that has Technology Managers on the project.  So on this job, their role is to 
explore the new ideas, because of the intent of patenting the idea (A44). 
 
 
With regard to the influence of organisational characteristics on creative 
behaviours, it was found that conscious steps had been taken to promote an informal 
and autonomous environment.  These steps included a creation of a flat 
organisational structure; a friendly, ‘family’ like work environment; minimal 
organisational processes; encouragement of fluid job roles; parallel investigations; 
and an open office design.  As was mentioned in Chapter Three, one of Alpha’s 
publicly espoused values is to be “an innovative organisation committed to our 
clients achieving unprecedented results”.  This message has been understood by staff 
as revealed in the following response to a question about words they would use to 
describe the organisation: “… innovative – you’re trying to come up with the best 
solutions.  Oh, trying to be the best, I think they’re always pushing that – to be the 
best engineering firm in the world” (A24).  
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An overview of findings discussed in this chapter is provided in Figure 4.20. 
 
Figure 4.20 All categories of factors contributing to creative behaviours 
 
Breaking these findings down into antecedents and consequences of creative 
behaviours, a model begins to emerge. This three layer model, as illustrated in Figure 
4.21, has a central ‘box’ capturing the iterative processes of idea development. 
From this model it can be seen that the antecedents of creative behaviours 
relate to the job itself, that is, autonomy, variety and time pressure, and to manager 
behaviours such as modelling openness to new ideas, providing freedom to decide 
how to do their work, and having a confidence in the people you work with.  The 
characteristics of a work environment that influence employee engagement are 
examined in the next chapter.  
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Figure 4.21 Emerging model of antecedents and consequences of creative behaviours 
 
  
 Chapter 5: Findings – Work Environment Characteristics and Employee Engagement 207 
Chapter 5:  Findings – Work Environment Characteristics and 
Employee Engagement 
5.1    INTRODUCTION  
In this chapter the data related to the second of the three research questions 
(RQ2) is presented, that is, how do the characteristics of a work environment 
contribute to employee engagement?  The chapter is organised in five sections.  After 
this introduction, in section 5.2 the characteristics within each of the five team 
environments which influenced employee engagement are described.  In section 5.3 
these findings are compared across teams.  In section 5.4 the influence of 
organisational characteristics on employee engagement is considered with section 5.5 
summarising the findings. 
5.2    CHARACTERISTICS OF ENVIRONMENT INFLUENCING 
EMPLOYEE ENGAGEMENT 
Interviewees were asked questions regarding the characteristics of their work 
environment that impacted on their engagement.  Topics explored included control 
over work, tasks that generated their best, times when they were highly engaged or 
disengaged in their work, and whether they would recommend their workplace as a 
great place to work.  
These questions were the starting points within a semi-structured interview to 
exploring the different characteristics within the team impacting their personal level 
of engagement.  Several of these thematic areas, such as level of control, overlapped 
with characteristics influencing creative behaviours.  The questions are thematically 
represented below in Figure 5.1. 
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Figure 5.1 Organisation of discussion on employee engagement  
 
Responses within these thematic areas are summarised by team in the sub-
sections which follow.  At the end of section 5.3, the information is consolidated. 
5.2.1 Team One – Influences on employee engagement 
Control in daily activities 
In response to questions regarding control over when and how they undertook 
their different responsibilities, most team members indicated that they had a fairly 
high level of control with planning and completion of activities, usually with 
consideration for key milestones and changing priorities within the organisation:   
Yeah - I suppose I know we have a routine, like on a Tuesday and a 
Thursday we have our payment runs so I know that every Tuesday and 
Thursday morning I will be sitting there approving payment runs. Otherwise, 
my day is pretty ad hoc. It sort of depends on what is happening at the time. 
… Alpha is forever changing and my day is just changing with lots going on.  
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Some days I come in and I think right - this is what I am going to do this 
today and it just doesn't happen because other things happen that I need to 
do.  So it has variety (A1). 
Some staff also responded to requests for assistance if extra help was needed by 
colleagues: 
So I pretty much look after my own day. Of course there are times when I 
ask [name removed] for help or she will ask me if I can do a certain task.  
For example, one of the girls is swamped at the moment and I said I am not 
that busy right now so if there are little things you need me to do - I am 
happy to do them (A2). 
It is noted that both the asking for, and giving of assistance, is a characteristic of this 
team, which impacts both the team climate and level of engagement. 
Employees explained that there may be daily or weekly deadlines, and as 
long as the work is completed to meet these requirements, they could plan their time 
to accomplish the tasks: “I would say 50/50.  So for part of my work, you know, there 
are deadlines but day-to-day I can sort of do it as I like, as long as it’s sort of done 
by the end” (A6). 
I usually have like a little to-do list where I come in on a Monday of the 
things that I need to achieve before the day is over and then before the week 
is over.  And most of that is, if you sit down and don’t get carried away by 
talking (laughs) and everything, are most achievable (A8). 
Supporting each other with work sharing and engaging in informal conversation 
appeared to contribute not only to more effective control of the overall workload in 
the team, but also engagement with their jobs. 
 Chapter 5: Findings – Work Environment Characteristics and Employee Engagement 210 
The most enjoyable aspects of work in this team included achieving 
completion of necessary tasks with a high degree of accuracy and positive social 
relationships.  Aspects of the work that bring out the best in people include: ‘getting 
my work done correctly’ and accomplishing something; helping others; being busy; 
talking to others informally; having a structured day; and working with supportive 
team members. 
So I think that it is best when I am really busy. Because I accomplish more 
and I feel better about that. Whereas when I am not so busy it’s like. errr. 
Did I do a good job today? (A1).   
Tasks and performance 
The social aspects of this team’s workplace, having control, and the work itself 
were seen as positively contributing to bringing out the best in team members:  
I'm a very social person but when it comes to work. I like structure, I like to 
get my work done I don't overly like having to consistently change ... like 
stop and start with what I am doing. So this is why this job really suits me.  
(A2). 
 
So I’m normally quite a social type person.  I like to meet people. I like to 
talk I guess.  So a lot of my job is to converse with people, to find out what 
they actually need with their invoicing and whatever.  So, yeah, I think that 
probably brings that out in me (A3). 
A sense of having served others, whether they were internal clients or 
colleagues also contributed to a sense of achievement: 
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At the end of the day you’re able to help people with tasks that they don’t do 
every day, that’s not their main task in their role.  And they’re able to go 
away feeling that they’ve accomplished something.  I feel like I’ve given 
them the best customer service I can (A5). 
While the nature of work plays an important role in facilitating engagement 
and bringing out the best in employees, sometimes it is not as important as the 
relationships in the team: 
Technically, like work-wise, not particularly.  I think the environment does 
though.  Like, doing accounts payable isn’t exactly my dream job.  However, 
it suits my situation perfectly at the moment, and the girls here are great. 
And I think I particularly appreciate that, after being on maternity leave for a 
year and not coming to work every day.  And I think especially working here 
for so long – some of the people here have been here since I started, and it’s 
I think part of your life.  Which I didn’t really realise until I wasn’t here, and 
I’m so glad to be back at work (laughs).  So, yeah, the people bring the best 
out of me, but processing invoices isn’t particularly exciting (A7).   
Doing the best they can and providing quality customer service is highly 
valued in this team.  Similarly, being of help or service to other team members is 
valued and these social benefits can complement job satisfaction when the work is 
routine and perhaps not their ‘dream job’. 
Times of peak engagement with the job 
Interviewees in this team described feeling most engaged when they felt they 
were accomplishing something challenging, often in a tight timeframe, and when 
they were learning: 
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 I was given a project that was a massive project, and it was my 
responsibility to do what I was doing with it.  No-one else really knew, in 
the team, like, I mean, wanted to know about it (laughs).  And, you know, it 
was my sole responsibility and it was really important.  Which was sort of 
stressful, knowing that if I couldn’t do it well, there was going to be big 
dramas.  But it was kind of good too ... to get into something. It was 
interesting, and just a little bit of pressure (A7). 
 
I suppose the biggest example of that was when we rolled out our online 
expense claim system.  … At that point in time I was so busy as people were 
all learning new systems and you were trying to teach them and train them 
and they are sending me emails.  Like I had 900 emails in my in box at one 
point so you know that was a time when I was working seven days a week 
and so busy that it was ridiculous. That was about for a six month period.  I 
had to get that rolled out and that done so that was a time when I felt very 
engaged and attached to the business (A1). 
Opportunity for learning and high involvement with challenging clients can 
lead to increased engagement.  
International is ramping up ...  Head office were taking some of the projects 
and we sort of kicked up a bit of a stink about it because there are just so 
many rules and regulations.  So I have a journal that I write in and sort of put 
in goals and ideas and dreams into writing ... and I have one about winning 
the International project. ...  So I guess I am hoping to get more International 
work and I was definitely not okay with losing it … because it gave us less 
work - and gave me less opportunity to learn if I lost out on this big project 
(A2).   
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Being deeply involved in work so that it requires full concentration also 
facilitates engagement: 
Well, there’s a couple of times actually:  there’s a few different things that I 
have to do for one of the bigger clients where I get so involved in just getting 
this task done that I will just block everything out.  And then I think 
sometimes it comes across as I’m like annoyed or something, but I’m just so 
into what I’m doing to make sure that it gets done. ... I’m like, just put my 
little earphones in and just go for it.  … And then usually people are like:  
Are you all right?  I’m like:  Yeah, I’m just really ... I just really want to get 
this done kind of thing.  I’m just really involved (A8). 
 
I would have to say sort of end of financial year, that’s a time where I’m 
really into and focussed on my work.  When I have to meet sort of a deadline 
and things need to be done, I sort of focus and put my headphones in and 
sort of drown everything else out (A6). 
Lack of engagement with the job or workplace or feelings of disengagement 
Interviewees described when they were disengaged in both current and 
previous roles.  Key circumstances included when they were not busy and had no 
control over their tasks: 
I suppose when you are not as busy - you are a bit disengaged - like I said 
before I feel like I get less done when I am less stressed. So I am probably a 
bit more disengaged when I am not as busy (A1). 
 
When I first came back from maternity leave, I was only working three days 
so I couldn’t really step back into what I used to a 100 per cent.  So I was 
sharing my job. ...  I felt like I had no control over what I was doing because 
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I was never there to do the payment runs, I wasn’t the main contact anymore.  
Yeah, and a lot of the time I was bored as well.  I don’t like being bored.  I 
don’t like sitting still.  I don’t like someone walking past my desk and seeing 
me sitting there.  I feel bad when there’s redundancies and all that kind of 
stuff happening out there (A4).   
From these examples it is evident that not being busy has a double influence on 
disengagement, both in not being fully occupied and with the additional concern over 
potential job losses.  Employees could also be disengaged when the tasks were 
repetitive and boring: “If I’m not interested in what I’m doing, if I find it mind-
numbing - I don’t pay as much attention.  I get distracted easily” (A6). 
Not feeling confident with the work they were undertaking and/or not having 
had sufficient training were also contributing factors: 
Disengaged?  Well, when I first started with this project I was disengaged, I 
was nervous because it was such a big project.  …Because I wasn’t 100 per 
cent sure what I was doing; I had to keep stopping all the time and looking 
back at my notes or asking questions which then took you out of your zone 
(A3). 
 
Probably when I first started. … It was kind of disengaging.  I didn’t really 
know anybody.  At the time, no-one was really interested in getting to know 
me.  And I felt like I wasn’t doing a particularly good job, cos I don’t think I 
was trained very well.  But at that time too everybody was ... everyone 
seemed quite worried about their job security ... our supervisor at the time 
was sort of playing each other off against each other a little bit.  I think she 
was trying to get us to compete with each other a little bit to create 
enthusiasm, but I think it was more creating disharmony (A7). 
 Chapter 5: Findings – Work Environment Characteristics and Employee Engagement 215 
These comments also reveal concerns over job security, feelings of isolation 
and lack of friendship in the team.  There were also negative behaviours including 
game playing from the team manager.  Other comments reflecting the impact of 
negative managerial behaviours on engagement follow. 
At my last workplace, especially coming towards the end cos I guess I was 
being bullied by my supervisor.  So I actually had to go through the process 
of making the formal complaint and doing the mediation, which was horrible 
anyway – you’re already in that situation of being bullied and then you have 
to go through all of that as well.  So that was, I guess, one time where I 
really was not wanting to be at work cos I was in a bad place myself (A8). 
Managerial behaviours which created disengagement included bullying and 
acting in a way that created competition among staff.  When people were disengaged 
a negative mood can spread throughout the team: 
I would say it’s – like it’s a good place to work if you don’t come and dread 
coming because there’s people around you all in bad moods and it’s, you 
know, when you can feel the person behind you sort of in a bad mood, it just 
sort of gets to everyone around them (A6). 
Recommend organisation as a great place to work  
With a small number of caveats, all team members interviewed indicated that 
they would recommend Alpha to a friend as a great place to work.  This team with 
100 per cent was the highest endorsement received across the five teams reviewed 
indicating the deepest level of attachment to the organisation.   
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Summary of Team One 
Within Team One those characteristics which most contributed to team 
members feeling engaged were: successfully completing tasks, particularly those 
tasks which were challenging; learning on the job; having control over their work; 
and being fully occupied.  Helping others and working with team members who were 
collegial and helped each other out were also valued.  Members of Team One 
demonstrated high sociability and often engaged in laughter, both during the 
interviews and in their monthly meetings.   
Team members generally experienced disengagement as a result of not being 
busy or challenged and/or being micro managed.  Concerns over job security were 
suggested as also contributing to a sense of uncertainty and disengagement.  Other 
contributing characteristics included: lacking friends within the team; having neither 
the control nor confidence to undertake a certain task; sensing negative moods of 
others; and the manager’s behaviours unnecessarily contributing to stress.  These 
points are summarised in Figure 5.2 below.  The responses described apply to team 
members’ experiences in the current team and to their past experiences.  
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Figure 5.2 Overview of characteristics of Team One influencing employee engagement 
 
5.2.2 Team Two – Influences on employee engagement 
 Control in daily activities 
Most team members in Team Two, that is, four of five, indicated that they had 
a high level of control over their daily activities, and that they valued this.  At other 
times, their work was dependent on inputs from others: “People come to you with 
deadlines that are really short but would like to say that I manage my time” (A11); “I 
have an incredible amount of control over what I do and when I do it” (A12); “Pretty 
much full control.  It is very much do as you see” (A9). 
Having a high level of control is both valued and recognised as key to bringing 
out the best in an employee’s abilities.  Further insights into how this characteristic 
of control, combines with other work environment characteristics to influence 
engagement are explored in the next section. 
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Tasks and performance 
Key themes emerging in Team Two as to how tasks brought out their best 
included exercising initiative, influencing others and working in a team: 
I think that it is down to the critical success factor is your own initiative. For 
me to bring out the best in me - I have to work in a team, and influence 
people and bring out the best in the knowledge of the people (A12). 
By exercising initiative, an individual’s capabilities can grow: 
Because of the way the organisation works, and that you are responsible for 
your own destiny here, it has really brought out some qualities in me that I 
knew that I had - but that they were not as strong as what they were.  Things 
like, being able to communicate well with people: gain their engagement and 
buy- in  ... Having had to figure out how the organisation works and through 
experience your capabilities grow (A9). 
Clearly understanding the organisation and learning how it works is an important 
antecedent to any actions.  Working in a complex environment where there is 
opportunity to work with people across different cultures provides challenge: 
In Alpha it’s challenging, it’s different every day.  ... I find a lot of the times 
dealing with technical problems there’s always an answer, but dealing with 
people and every time the chemistry is different. ... A lot of people find it’s 
troublesome to deal with so many different cultures and different types of 
people and different kinds of technical problems.  I guess I like being 
challenged a little bit (A14). 
And finally, a sense of achievement comes from: “Seeing that the job is completed” 
(A11).  
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One team member reflected that within the current business environment their 
job role was were not bringing out their best, as they were undertaking less complex 
and challenging work. This in turn impacted on their job satisfaction:  
Well I wouldn't say that that is every day.  I struggle with answering that at 
the moment - as I am struggling with job satisfaction because I was saying 
earlier doing some of the conferences, down to the fine detail - I did that ten 
years ago.  So I feel like I have stepped backwards (A10).   
These reflections reinforce earlier comments about the value placed on 
continuous learning and building your capabilities. 
Times of peak engagement with the job  
Interviewees were asked to describe a time when they felt very engaged in their 
work and to identify what it was that was contributing to this engagement.  
Undertaking challenging, valuable and/or creative projects that kept them occupied 
was a common response: 
I am engaged when I am incredibly busy - when I feel like I am adding some 
value to the business.  I feel that I get respect for what I bring. And as a 
general feeling of positiveness around the business (A12). 
These comments reinforce feelings of self-worth that result from both being busy and 
from a recognition that you are contributing to the business.  A mood of positiveness 
within the business also has a ‘viral’ affect.  Events that drove times of peak 
engagement included travelling, meeting people from other offices and representing 
the company.  These events were both stimulating, and a signal that the employee’s 
expertise was recognised:  
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Traveling and going to different offices and getting to meet people from 
other offices.  Like I'm a people person - I am a huge communicator. I'm 
extremely social  - and I love to travel ...  and I think being asked to go over 
there and to work with [company name removed] was huge to me.  That was 
recognition of my experience (A10).  
Being able to create something unique like a brand or a conference, was highly 
engaging: 
Yes - I was telling you about the branding - developing the whole brand 
guidelines. ... People always think that branding is just a logo.  It is more 
than this (A11).   
 
I guess being in a conference: looking at everything that you’ve prepared; 
put into the right place and receiving clients; impressing them with what you 
do; learning what they’re seeking and finding out the opportunities.  And the 
whole process - I find it very engaging (A14). 
Through the use of the critical incident technique in interviews, scenarios when 
the employee was disengaged were also explored.  Responses to these questions 
provide additional insight characteristics in the work environment influencing 
engagement.  The next section examines these responses. 
Lack of engagement or feelings of disengagement 
Interviewees were also asked to describe a time when they felt disengaged 
from their work and to identify what it was that was contributing to this state.  The 
business downturn which has resulted in layoffs and a depressed environment in the 
workplace were the most commonly cited influences as illustrated in the following 
verbatim comments:   
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It would be now.  It's just generally the environment.  We have seen so many 
people go.  We've seen 'long time' people go.  There hasn't been any 
employee engagement process (A10). 
 
Pretty easy now, it’s the last couple of years.  I think that it is a general sense 
of, I don't know if I want to hang around longer or not.  My sense has been 
that the way that the business has responded to the down sides / downturn in 
the market - it almost feels like it is not the company that it once was 
because of it - which is a real shame because I love this company a lot …  
People are always looking over their shoulder. Team members to whom you 
can't give surety of their jobs (A12). 
Other observations related to undertaking tasks that weren’t seen to be of value and 
waiting on others to deliver content that was needed to provide to clients: 
When things that we’re doing don’t serve any purpose.  And I actually find 
this leads to no end result.  Doing it because it’s given to me and I don’t see 
the benefits in the long or short term.  And the last thing is, you are very 
engaged and then you’re waiting for the content partner expecting them to 
do the same amount of work and then deliver as they promised, but they 
don’t  (A14). 
Strong feelings of loss are revealed in comments describing how the mood in the 
organisation has changed as a result of the downturn and staff layoffs, for example, 
“it is not the company it once was (A12)”.   
Recommending organisation as a great place to work  
Only two of five member of the team would currently recommend Alpha to a 
friend as a great place to work.  This is perhaps not surprising given recent layoffs in 
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the team.  Some respondents commented that they would have recommended the 
organisation two years ago, and specifically for engineers as opposed to marketing 
professionals, as demonstrated here: “No - Not in this current time.  I would have a 
couple of years ago - but not right now” (A10). 
Yeah I would. Definitely would have two years ago - but I definitely think 
that it is better than a lot of the alternatives in this space.  I think that we 
sometimes forget that.  That everyone is hurting in our sector.  Yes I would 
definitely recommend it - particularly to engineers.   At a marketing level I 
am probably a bit of a fence sitter (A12). 
 
Over the last two years - what has happened is that as the business has gone 
down and down and down - the level of engagement and communication 
from people [names removed] and our strong leaders - who needed to give 
us a call to action and lead us - like - 'the times are bad - but we are going to 
get through that’ … they just went to ground - which is very difficult (A9). 
Summary of Team Two 
Most team members indicated that they had a high level of control over their 
daily activities, which they appreciated.  Working in a challenging and complex 
organisation where they were able to exercise initiative and to influence others were 
characteristics of their work environment that brought out the best in them.  
Additionally, they appreciated undertaking work which was considered valuable and 
for which they received recognition.  Social interactions were also appreciated: 
within the team; with other teams; when they were travelling; and with key 
stakeholders.  Recent layoffs had contributed to a sense of disengagement and a 
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reluctance to recommend the organisation.  These points are summarised in Figure 
5.3 below. 
 
 
Figure 5.3 Overview of characteristics of Team Two influencing employee engagement 
 
5.2.3 Team Three – Influences on employee engagement 
Control in daily activities 
Interviewees were asked how much control they had over when and how they 
undertook their different responsibilities.  Fifty four per cent of the team indicated 
that they had a high level of control.  Respondents’ responses are provided below: “It 
depends…” (A19); “From project to project it is quite a bit.  It can range from quite 
a bit to nothing I guess” (A16).  
The relative experience of the engineer influenced the level of control they 
were given, that is, more junior engineers had less control: 
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How much control do I have individually?  Not that much, because most of 
the shots are being called by someone else.  So I don’t have much control at 
all. … So, yeah, I don’t have much control at all because pretty much I’m 
just helping, because being a junior engineer, I’m being an offsider to 
someone else who is calling the shots (A26). 
For less experienced staff it is perhaps not surprising that more direction and control 
is provided.  The size and complexity of the project being managed together with the 
need for the manager’s sign-off at key milestones also influenced the level of 
control:   
 From the beginning of the project you’re always being assigned in a certain 
timeframe and the program you have to work with when there are deadlines 
and also there’s deliverables you have to produce.  But during that period of 
time it’s like under your full control; whether you start from one area or just 
choose another area, it’s all up to you.  But it’s just the end product.  You 
have to meet the expectations from the managers (A22). 
While the levels of control varied based on role and experience level, team members 
appeared to accept the level of control provided. 
Tasks and performance 
All team members indicated that the nature of the work they undertook brought 
out the best in them.  Team members indicated that they were utilizing all their skills 
when they solved real and challenging problems and as a result, were learning on the 
job:   
Like the bigger challenges in our projects - these are the projects when I 
need to do my best thinking - when we have a real problem …  Personally I 
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don't like routine work - that really puts me off - fortunately every job is 
very different and we learn something from that  (A15). 
Challenging work required team members to think through potential issues, often 
involving ‘outside of the box’ thinking: 
I do some fairly challenging work. So you need to think things through - be 
fairly comprehensive because I think in our line of work if things go wrong 
they can go wrong fairly quickly and fairly spectacularly - so you need to be 
comprehensive - but you also need to be able to think outside the box quite a 
bit.  So you need to be able to think of a lot of different ways to say, ‘so 
what is the real issue here?’ How can we fix something or increase 
something? (A16). 
Applying learning from work experience to different types of problems was 
immensely satisfying: 
 I did this research at QUT - and then I thought - this is all on the theory and 
then this is not related to the real life or what the people need. So that is why 
I was attracted to go out and work for the industry (A21). 
Team members valued having enough time to do their work, although the 
challenge of working with time pressures did force some team members to better 
manage themselves: 
One aspect is time.  If I’m given enough time, normally I perform a little 
better.  I can’t really think when it’s time pressure - looking at the next five 
minutes and the next 10 minutes.  But too much time is also not very good 
(laughs); just the right amount of time (A18). 
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I think probably my ability to manage time and that kind of thing is much 
better now due to the fact that, like, say you’re overwhelmed or bombarded 
– like as an individual; whether it be work-related or non-work-related – I 
think my ability to handle that is much better because of the kind of work we 
do.  It’s very, as I’ve said before, you have to consume a lot of information 
in a short time (A26). 
A combination of factors brought out the best in employees including; having 
enough time to work on real work problems that stretched their thinking, learning 
and problem solving skills.  
Times of peak engagement with the job  
Employees were asked to describe a time when they felt very engaged in their 
work and to identify what it was that was contributing to their engagement. Key 
themes emerging from team members’ comments were that they were most engaged 
when they had an interesting project requiring deep concentration:   
I’m thinking like interesting projects – once we have the project and you 
have to do it - time flies. Because it’s not something that you do repetitively, 
it’s something new.  It’s like having a new toy (A18). 
 
Because the work is such a deep thing - you concentrate - you focus.  If you 
don't focus - your work doesn't proceed. You don't get anything done 
outside.  The nature of the work we do is with a computer and software.  By 
the time you start your work - you don't know how fast time flies.  The work 
is very, very engaging (A20). 
It was also engaging to be working with colleagues who were equally focussed on 
achievement of the project: 
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I'd say that there was a time when everyone seemed to be really working. 
There was a very clear scope and your part seemed to be very clear and it 
was obvious how much it mattered.  We were all - the people I was working 
with were particularly driven to achieving the ultimate goal (A16). 
Being busy, deeply involved in the project and obtaining a sense of 
accomplishment all contributed to engagement: 
When you’ve got a good job where you don’t have anything that’s going to 
hold you up, where you can just be powering through it and everything is 
just running well, but also you’re feeling busy and that you’re accomplishing 
something (A24).   
Employees were also engaged when they were receiving feedback, when they 
were working hard and when this was being recognised: “When you get good 
feedback from others, that’s probably the best feeling I think.  And then you work 
better afterwards, after receiving that feedback” (A26). 
Probably actually a lot of the time when I was in International.  Even though 
like it was probably some of the longest weeks I’ve worked – well and truly, 
it was six and a half days a week kind of thing ... which were long days.  ... 
you were working towards something and the people around you were 
generally sort of appreciating that (A23). 
Lack of engagement with the job or workplace or feelings of disengagement 
Employees were also asked to describe a time when they felt disengaged in 
their work and to identify what it was that was contributing to this state.  The key 
times when team members were disengaged were when there was a lack of work: 
“Would be lack of projects.  Cos you have nothing to do, you just sit and wait” 
(A25); “When we don't have much work to do...then it is difficult to - you know fill 
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the time. That is also usual.  Sometimes lots of things, and other times nothing” 
(A20). 
Employees could also be disengaged if the work was boring or they were 
distracted by family commitments: “…if some job is like boring, or maybe 
sometimes you’ve got a family commitment so you’re a little bit slack in your 
performance” (A22). The work could be impacted by time delays and not providing 
a sense of accomplishment: 
When there’s a job that’s like just dragging on, like that should have only 
taken a year.  You’re dealing with Chinese suppliers and they fight you for 
everything... and then you’ve got to prove every little thing.  You know that 
they shouldn’t be doing it that way, but you’ve got to prove that they are 
wrong. … And it feels like you haven’t really accomplished too much (A24). 
 
I think of the same project - while I was working on the spreadsheet to get it 
together. I could not get it to work and I was just spinning around and 
spinning around and there was a point when I wasn't actually doing 
anything.  I was just sitting there.  I was stuck.  I asked a lot of times to the 
guys. … I then went home early - but came back the next day fresh and 
things started clicking (A28). 
While not necessarily a characteristic of the work environment, it was 
interesting to note the positive impact of a break from work on this employee’s 
capacity to solve their problem.  Other causes of employee disengagement included 
undertaking work quickly without due attention to quality: 
Say a project that might be all about getting things done as quickly as 
possible where, you know; it doesn’t matter if there are mistakes or 
something like that.  And hence, you know, it’s hard to sort of feel 
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committed to it when you’re just sort of throwing stuff out the window 
(A23). 
Receiving poor feedback is also disengaging, particularly when it is provided in a 
public forum: 
There have been a few occasions where things haven’t gone well and we 
haven’t received good feedback, and that message was conveyed, whether it 
be by a manager or another person in the group, in a negative manner to 
everyone.  And I’ll be honest with you, that doesn’t help at all for me 
personally. ... It’s usually done publicly, in front of the others as well.  So, 
yeah, so that makes it worse. .... But if it was done privately, it actually gives 
you motivation to do better (A26). 
Lack of follow through on agreed actions by management combined with insecurity 
around recent retrenchments in the organisation was also disengaging: 
Management weren't following through on what they had previously said. 
They’d say something - and they don't follow through.  Then it is like this is 
the fashionable thing to say and that's it sort of thing.  Also I guess - we have 
had a bit of job insecurity with all the retrenchments going through (A16). 
Recommending organisation as a great place to work  
Three quarters of the team would recommend Alpha to a friend as a great place 
to work as it has a good working environment and work culture and takes care of 
their employees: “I have a good working environment here so yes - it is good to work 
with Alpha” (A20). 
They are really taking care of their employees.  So yes - they give you stuff 
like the gym or lunch, and they really take care of how you, they pay for 
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your professional membership.  So - yeah - I would recommend it to my 
friends. And good working culture as well (A27). 
Those who were more cautious in their responses cited concerns over recent 
redundancies in the organisation as mentioned previously. 
Summary of Team Three 
Team Three members were involved in and enjoyed solving real and complex 
problems, and these challenges brought out the best in them.  There was a direct 
relationship between the level of control team members exercised in their daily 
activities and their level of experience, and this was accepted.  There was a ‘sweet 
spot’ with regard to time pressures. Too much time pressure and they could not do 
their work well, while recognising that being time limited forced them to achieve 
higher levels of self-management.  Team members valued support and feedback from 
other team members. Disengagement resulted from a lack of work, tedious jobs or 
when there was not enough time to do the work well.  Team members could also be 
distracted by family commitments or more recently, concerns over job security.  
However overall, many team members would recommend Alpha as a great place to 
work.  An overview of the main points is provided in Figure 5.4 below. 
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Figure 5.4 Overview of characteristics of Team Three influencing employee engagement 
 
5.2.4 Team Four – Influences on employee engagement 
Control in daily activities 
Five of the six team members indicated they had high control over their work 
and appreciated this.  The exception was for the most junior member of the team who 
had little control:  “Yeah - I don't take well to being managed.  (laughter).  I certainly 
like clear objectives and targets and milestones” (A29). 
I am very much in control.  There’s no micro-managing of my time, it’s 
more of a throw you in the middle and we’ll help you if you need and give 
you assistance when you don’t (A32). 
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Tasks and performance 
Five of six team members indicated that work brought out the best in them 
with one other team member not being sure and responding 50/50.  In overview, 
team members indicated that their work brought out the best in them when they were 
using their modeling and simulation skills to solve a complicated challenge: “…like 
when I have been trying to get something to work and it takes a while and then when 
it clicks, you just get it, that’s a good feeling” (A34). 
There are elements of my job that are a natural fit for me.  So the stuff I was 
talking about - the problem solving - the analytical - mathematical 
problems...yeah I can get lost in that kind of stuff.  I can probably spend too 
much time talking about it, pontificating about these types of problems and 
then going off topic at times.  That's the kind of stuff that interests me (A33). 
The work was also appreciated when the results prompted the client to ask important 
questions: 
I think being able to rise to the challenge and fix a problem; getting me to 
think about something definitely helps instead of just sitting there not doing 
anything, being able to problem solve and identify solutions to our clients’ 
problems are really good.  Seeing our models work and coming up with the 
results that get the clients asking the right questions about what they want to 
do definitely helps (A32). 
Times of peak engagement with the job  
Team Four members were engaged in their work when they were doing what 
they really loved:  
Right now on the current project that I’m on.  But it’s been in that state for 
probably a month and a half, nearly two months.  And the only reason for 
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that is ‘cos I like doing it.  There’s no other reason.  So it’s the nature of the 
work, the simulation work, and I mean that’s a very personal thing (A30). 
When they were working on these types of projects, time was ‘flying by’: 
This happens quite regularly.  There are a lot of days - when you don't even 
know what day it is.  And then there are other days when there is so much 
going on that you get nothing done.  Again it is a by-product of particular 
activities.  If things are chaotic - then - you are not going to get yourself in 
the head space. I think that it is heads down - focussed on the task.  
Particularly one that has the right amount of challenge in it and time will fly 
(A33). 
A lack of distractions allows employees to focus deeply on the problem at hand: 
Okay, well the first thing that needs to happen is no distraction, to get into 
the zone.  And an interesting problem.  Generally, like a new problem …  
and you can kind of see it in your head, but you just need to get it into the 
computer before it disappears, that’s when it happens.  Hmmm, in fact I 
think I actually remember the first time it ever happened outside of work, …    
It was when I was rowing... I was probably rowing for half an hour, an hour 
or something like that and time’s disappeared, like I didn’t even know where 
I was.  My coach yelled out stop.  And I looked out – like I was in a single 
scull – and I turned around and went:  Wait, this is the end of the river.  How 
did that happen? (laughs) (A34). 
 
So recently we were doing work on a coal project and we got a scope to 
develop a model and to do simulation runs on that model.  So it was good to 
focus.  We were at the client office maybe once or two days out of each 
week, working with the client.  It was a very good process – we had the 
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client with us in our office as well – we were doing a simulation run, getting 
the results, talking to our client, working with them pretty much hand in 
hand. ... That’s when I was engaged and time flew fast (A32). 
Lack of engagement with the job or workplace or feelings of disengagement 
Team Four members were also asked to describe a time when they felt 
disengaged in their work and to identify what it was that was contributing to this 
state.  Comments covered both current and previous roles.  Key themes emerging in 
response to this question included when there is less work and when they have a 
difficult client: 
Probably when we’re light on with work and we’re just looking around for 
ideas. ...  Or you’re trying to … you’re engaging with a bad client, not a bad, 
like a difficult client, they don’t know what they want, their scope isn’t 
outlined properly or they’re confused about what we’re trying to help them 
with.  And there seems to be a communication barrier (A32). 
Disengagement was also attributed to a lack of job security: 
So that was part of the reason for my change of role from [specialist area] 
engineer over to the [project area] was that I wasn’t feeling particularly 
engaged in the [area] space.  It wasn’t a particularly good time for the 
company; lots of people were being made redundant and there weren’t very 
many projects around (A30). 
The nature of the work is an important driver of engagement as is the sense that 
the employee is contributing something.  When these conditions are not present 
disengagement occurs: 
The first year I was at Alpha I was fairly disengaged.  And that was the by-
product of the work that I was doing there.  It was easy to lose faith.  That 
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was a fairly uncomfortable year for myself.  I like to feel like I am 
contributing something (A33).   
Recommend organisation as a great place to work 
Most of the team gave a qualified response to the question would you 
recommend Alpha as a great place to work, that is, four of six gave a provisional 
‘yes’ response.  This largely reflected their concerns towards the business 
environment and potential future layoffs and a suggestion that Alpha was a better fit 
for new graduates than experienced engineering hires: 
But the reality is that not long after I joined that work stream dried up - and 
probably as of a year after I joined Alpha - I am now only one of two 
surviving members of the [name removed] team (A33). 
 
As a grad, yes.  I would say it’s a good place to work; it’s a good place to 
start out with; it’s a good place to get experience.  As an engineer, with 10 
years’ experience, no.  If you come out of that grad phase and you have the 
opportunity to work in different environments, different companies, I would 
not recommend working here. … They don’t seem to try and be as 
competitive as other companies.  Trying to keep good people doesn’t seem 
to be a priority.  It’s more about just keeping people that are on the jobs at 
the time.  There are very good people who have been let go for one reason or 
another (A32). 
Summary of Team Four 
Most team members had a high level of control over their daily modelling and 
simulation activities, and felt that their work brought out the best in them, 
particularly when they were facing a challenging problem, and the results prompted 
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the client to ask important questions.  Being able to fully concentrate, with time 
flying by, was a key sign that they were deeply engaged in their work.  Concerns 
over future job security were high in their minds and contributed to disengagement.  
Other factors included having too little work or too much work so that they employee 
became fatigued and working with a difficult client.  Again it was generally the 
uncertain business environment that caused reluctance to recommend Alpha as a 
great place to work.  An overview of the main points is provided in Figure 5.5. 
 
 
Figure 5.5 Overview of characteristics of Team Four influencing employee engagement 
 
5.2.5 Team Five – Influences on employee engagement 
Control in daily activities 
As mentioned previously, Team Five is delivering a large interdisciplinary 
project, with many within-team interdependencies in addition to the requirement to 
work with third parties.  These realities influence the level of control team members’ 
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experience.  Team members were asked how much control they had over when and 
how they undertook their different responsibilities.  Over 60 per cent of team 
members, that is, five of eight responded either yes or provided a qualified 
affirmative response.  In overview, the level of control a team member experiences is 
impacted by both team structure, work process and team culture.  With regard to 
structure, there are shared accountabilities requiring a higher level of collaboration to 
reach a decision. Additionally there are behaviours within the team such as 
challenging and blaming each other which impact on team members’ feelings of 
control.  Respondents’ comments reflecting these points are provided below. 
I’d say quite a bit, to be honest.  And when I don’t have control I do what I 
can to get control.  So if I’m not happy with the direction that something’s 
going I’ll arrange a meeting (A36). 
 
I can organise my work, who’s doing what, right; I can allocate certain tasks 
to the people as per the... but sometimes essentially, [name removed], has 
got the sort of final say.  If he doesn’t like that person, that’s when he can 
come back and say:  Well, why are you doing that?  And so on. But from the 
other end, he’s making decisions sometimes but then later on he’s not 
always taking responsibility for those decisions.  You are the Lead, you 
design.  It’s like this – you have to do that, and he waits to see if I do it, 
okay.  He wants me to challenge him.  It’s all the time on this project – 
everyone wants to challenge everyone (A39). 
One respondent offered an example of the communication and decision processes 
that guided the project, highlighting the influence of Head Office on decision making 
processes: 
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Today we are going to talk about Project Engineering documents or Change 
control.  This is the form we fill in etc. So just improving communication - 
and everyone is invited. So everyone needs to know that for in order for us 
to achieve this we need that. And it is a joint venture - so you can imagine 
how much we love each other. … So the things that fall over are the 
procedures.  People aren't familiar with them. As much as we like to claim 
that we don't have silos within the company  - we have a few that we can't 
break.  But that goes all the way up to Canada and I can do nothing about 
that (A37). 
This comment provides additional insight into organisational procedures that 
influence the way that information is shared and team members work.  
Tasks and performance 
In response to the question, as to how tasks bring out the best in you, 75 per 
cent of the team responded either with a ‘yes’ or qualified ‘yes’.  Key aspects of the 
job that brought out the best in team members included the technical aspects of the 
job, particularly where they are challenging, and accomplishing things:  
What I like in my work is when I do some technical things and I find some 
technical-minded solutions.  You know?  And things like that.  I’m a 
technocrat.  I’m an engineer first and a manager maybe later (A39). 
 
Today for example, I was a bit frustrated in the morning but then I get 
proactive and tried to drive things that I can accomplish and that kind of sets 
things going.  I was frustrated this morning because I didn’t have direction, 
and then I had other corporate things.  ...  And then having the meeting this 
afternoon. I’m in a better frame of mind than I was five hours ago because 
I’m getting things accomplished (A36).   
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I love working under pressure.  Probably that is a bit of personality thing.  ...  
Because I am committed to pushing myself - I enjoy situations where we are 
challenged.  From projects we have done there is no better feeling than 
handing over the keys to a plant that you have designed and built.  ... I know 
that people say that Doctors have a 'God' complex, I think that engineers 
have this too (A37). 
Being able to pass on knowledge to other members of the team also brought 
out the best in respondents: 
I regard myself as a good communicator, well organised, and I like to 
achieve things.  So I like my job in respect of ... I’ve got a lot of experience 
and skills I’ve gathered over the years – they’re not many benefits of being 
in this business for over thirty years, but one of the things is you learn a lot 
and I enjoy passing on the knowledge (A42). 
 
And because I’ve moved a lot, so I understand a lot of the issues that they 
are facing with people and different cultures, so I’m able to help them with 
and understand the other side of the picture.  And even in trying to answer 
that question, I kind of understand what you mean.  One of the things I do 
really well is getting people to understand the other side of what they’re 
seeing (A44). 
There is significant pride evident in being an experienced engineer and delivering a 
major project. 
Times of peak engagement with the job  
Interviewees were asked to describe a time when they felt very engaged in their 
work and to identify what it was that was contributing to their engagement.  Times 
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when they were thinking deeply about how to solve a technical problem were a 
common response: 
Most of the time; I’m usually engaged as I’m on the bus coming to work I 
start thinking, planning my day what I’m going to be doing.  And certainly 
with the design reviews, I’m fully engaged on them.  So for me, it’s most of 
the time.  I live and breathe my job, you know.  I enjoy it (A42).  
 
I think when I'm really sitting down and looking at a problem and I'm not 
sure what the solution could be and you might have an idea. And you often 
go into those trances where you are thinking - will this work. yeah - where 
you are just thinking about your problem.  It often happens because there are 
a lot of complicated things that are happening (A40). 
These comments provide additional insight into the employee’s thinking processes, 
when they are sitting on their own and thinking deeply about the problem, as well as 
when they are working with others.  
Getting positive feedback from managers, colleagues and clients also 
contributed to feelings of high engagement: 
When I’m most engaged, I’m getting good feedback from the people directly 
above me.  And I know when I’ve got a good grasp on a direction that both 
myself and the person above me are happy with.  ... I always get a lot of 
satisfaction from our team, the corporate team, and when we are making 
progress as a team as well (A36). 
We had a problem to solve for [client], and there was a few guys who were 
quite similar in experience.  We discussed longer than we actually worked 
on it, but it came out a very good result.  [client] was quite happy (A39). 
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Strong emotions were revealed in some of these comments such as ‘I live and 
breathe my job’, ‘I love what I do’ and ‘when I am contributing I feel the most 
valued’, reflecting how much feelings and emotions are inherent within a state of 
engagement. 
Lack of engagement with the job or workplace or feelings of disengagement 
Interviewees were also asked to describe a time when they felt disengaged in 
their work and to identify what it was that was contributing to this state.  When 
employees were undertaking repetitive tasks and didn’t have control were common 
responses: 
Doing repetitive tasks.  Unfortunately with instrumentation we have to do a 
lot of data sheets and often it is a lot of repetitive information - and you have 
to put the headphones on and plod away.  And to an extent when you get 
called into a meeting to review deliverables lists, or budgets and schedules - 
and you know that at the end of the day - it's just an input - and they will 
probably take it with a grain of salt and they will put forward the numbers 
that they want to see.  When you know that you are not really controlling 
and they are just trying to get your buy-in.  That is when you feel a bit 
disengaged (A40).   
Related to frustrations over control is disagreement with management over methods: 
Well, it’s usually when my manager disagrees with my methods and we 
have a dispute.  And like all managers, they get to call the shots and say:  
That’s very fine.  However, I want it my way.  That’s what I find a bit 
difficult.  And I guess ‘cos I’ve been doing this such a long time, so I guess I 
have a level of confidence in my own experience to deliver a project my way 
and not somebody else’s way (A42). 
 Chapter 5: Findings – Work Environment Characteristics and Employee Engagement 242 
Ambiguity or conflict over direction can also be a source of frustration and 
disengagement: 
When I’m not getting direction or when the direction that I’m seeing is 
contrary to the direction that I thought that we were supposed to be going in.  
So I guess an example would be – I received an email last week about 
somebody in the organisation doing something which to me is the exact 
opposite of what we’re supposed to be doing.  Like our business plan is to do 
things this way and they’re doing things that way.  I get frustrated and I 
don’t know if I’m quite disengaged, but if that behaviour happens too much 
then I will get disengaged.  And I just detach: I just get frustrated and don’t 
deal very well (A36). 
A deep attachment to the work is evident in many comments, so it is perhaps 
not surprising that when they get very frustrated with moving the work forward that 
they can begin to psychologically detach themselves from it.  Disengagement can 
also result from a perception that others are not  putting in the necessary effort or 
when work is ‘light on’, 
The only time when I’m more disengaged is when I see people not putting in 
the effort, and being a shareholder, all your efforts over the last three years 
get squandered by some mistakes, some silly mistakes by others. ... Other 
disengagement is probably when there’s very light on work (A44). 
Internal politics can also have a negative impact on engagement: 
Well - to be honest - the disengaged part is always political.  It is always 
where there is confrontational politics.  On the balance of things I like the 
job.  I've been doing it long enough so that I am actually good at it. 
Sometimes I get frustrated because I can't understand why the hell we are 
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doing something. Generally those are the times when you don't want to go to 
work because there has been some confrontation happening (A38). 
Recommending organisation as a great place to work  
Half of those interviewed would recommend Alpha as a great place to work 
with a further 37 per cent giving a qualified response.  Reasons offered for an 
affirmative response included treating people well:   
I do.  I do.  And in fact, most of my clients and joint venture partners, they 
all want to work with us.  They see how we treat our people and they see 
how we work and they all say, you know, you guys have something right.  
(A44). 
Good management and salary and conditions were also mentioned as influencing a 
positive recommendation: 
I would recommend it. ...  Having said that I would always say to them.  It 
has good conditions and salary generally.  Management is pretty good 
(A38).   
If the nature of work is what you want to do, then Alpha was perceived to be a good 
place to do it:  “If it’s the sort of work you want to do and you are in the business of 
engineering and consulting firm - then Alpha is one of the better ones” (A40). 
However, possessing a level of resilience was considered important because 
of the tough economic circumstances: 
In Australia - in this region - probably not.  Because I know that we are 
struggling at the moment to keep people occupied.  I'm not sure about other 
regions (A37). 
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It was recognised that you need to select both a good team as well as a great 
company and that all companies in similar businesses are doing it tough in the 
current business environment: 
Yes, I would recommend it.  Yeah, it certainly ... it’s a place that, you 
wouldn’t say:  Don’t work at Alpha.  Yeah.  And like any project, I mean, a 
lot of the time it depends which project team you get it’ll always come back 
to.  You can go and work for a great company and you end up on a rubbish 
project team, and it’s just rubbish.  So it’s good.  With all the technology and 
engineering, it’s really a people business and it’s a people communication 
business and it’s a people relationship business.  The better the relationships, 
the better personal environments you can build to make that happen, the 
more successful your company (A42). 
Summary of Team Five 
Most team members, that is over 60 per cent, felt that they had a reasonable 
level of control over their work with the top factors influencing this being the 
structure of the team, decision making processes and behaviours of some team 
members.  Negative team behaviours impacting on engagement included challenging 
and blaming each other over actions and decisions.  Confrontational behaviours were 
not appreciated by most team members.  Overall, 75 per cent of team members felt 
that the work itself brought out the best in them, citing the technical nature of the 
work and the sense of accomplishment that could be achieved.  All team members 
appreciated having a free hand to act, and receiving positive feedback that they were 
heading in the right direction.  Half of those interviewed would recommend Alpha as 
a great place to work. An overview of the main points is provided in Figure 5.6. 
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Figure 5.6 Overview of characteristics of Team Five influencing employee engagement 
 
5.3    ACROSS TEAMS COMPARISON OF EMPLOYEE ENGAGEMENT 
INFLUENCES  
Having looked in detail at characteristics influencing employee engagement in 
each team in section 5.2, it is useful to compare findings across teams to identify the 
most influential characteristics.  The tables below provide additional insight into 
research question two, that is, how do the dimensions/characteristics of a work 
environment, influence employee engagement and what are the characteristics of 
these dimensions?  There are two groupings of tables presented. The first group 
compares responses to five questions specifically addressing employee engagement 
while the second consolidates responses from all questions and observations.  
Two tables summarise the responses to employee engagement related 
questions. The five questions have been split across two tables as illustrated in Figure 
5.7 below. 
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Figure 5.7 Organisation of discussion across teams on influences on employee engagement 
 
From Table 5.1 below it can be seen that employees in Teams Two and Four 
have the highest perceived level of control over their daily activities as evidenced by 
the 80 per cent and 83 per cent rating for having control.  Team Three has the lowest 
score on this question at 54 per cent.  This reflected the experience profile of the 
team with 40 per cent of staff having less than five years of experience, and also their 
risk management strategies.  Team Three however had the highest rating for the 
nature of the work bringing out ‘the best in me’ at 100 per cent.  This score is 
noteworthy because this was the largest team reviewed at 13 team members.  Teams 
Four and Five had the next highest overall rating for work tasks bringing out ‘the 
best in me’ at 83 per cent and 75 per cent respectively. 
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Table 5.1 Summary of responses related to control and bringing out the best in me 
Engagement Team One Team Two Team Three Team Four Team Five 
I have high 
control over 
when and how 
you undertake 
your 
responsibilities 
 
Yes 6/8  
(75%) 
Yes   4/5  
(80%) 
Yes 7/13  
(54%) 
Yes 5/6  
(83.3%) 
Yes 5/8  
(62.5%) 
No 
50/50 1/8 
 (12.5%) 
No 
50/50 1/5  
 (20%) 
No  
3/13  
(23%) 
No  
1/6   
(16.7%) 
No  
3/8  
(37.5%) 
No response 
1/8  
(12.5%) 
 No response 
50/50  
3/13 (23%) 
 
  
My role brings 
out the Best in 
me  
 
Yes 5/8  
(62.5%) 
Yes 3/5  
(60%) 
Yes 13/13 
 (100%) 
Yes 5/6  
(83.3%) 
Yes 6/8  
(75%) 
 No 1/5  
(20%) 
 No 1/6 
(16.7%) 
No 2/8  
(25%) 
Don’t know  
2/8 
(25%) 
Don’t know 
1/5  
(20% 
   
50/50     
1/8 
(12.5%) 
    
 
 
From Table 5.2 overleaf you can see that most people are engaged when they 
are busy and are applying their knowledge and skills.  The more experienced team 
members are also engaged when they have high control over their work.  Within four 
of the teams, the main concerns relate to fears about the future of the business and 
potential layoffs.  Team One had the deepest level of attachment to the organisation 
with all team members indicating a willingness to recommend Alpha to their friends 
as a great place to work. 
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Table 5.2 Summary of characteristics related to employee engagement 
Engagement Team One Team Two Team Three Team Four Team Five 
When I’m 
engaged   
Successfully 
completing 
challenging 
tasks 
I have control 
over my work 
I’m busy 
Work with 
collegial team 
members 
Receiving 
guidance and 
support from 
Manager 
Receive 
recognition 
Work/Life 
balance  
I have 
autonomy and 
control over my 
work 
Work with nice 
people in and 
across teams 
Learning 
opportunities 
Receive 
recognition 
Technical 
nature of the 
work  
Fixing a 
problem for a 
client 
Busy 
Work with 
nice people in 
the team 
Learning 
opportunities 
Receive 
recognition 
Right amount 
of time 
pressure 
 
Undertaking 
the simulation 
and modelling 
activities 
I have control 
over my work 
Learning 
opportunities 
Receive 
recognition 
 
Technical 
nature of the 
work  
Building 
something 
significant 
Fixing a 
problem for a 
client 
Using my 
skills and 
learning 
opportunities 
Achieving my 
goals 
Getting 
rewarded 
when the 
company does 
well  
When I’m not 
engaged  
Being micro 
managed 
Not being 
busy 
Layoffs – and 
fear of layoffs 
Disruptive 
behaviour by 
manager 
When 
someone else 
is unhappy 
Layoffs – and 
fear of layoffs 
High pressure 
to win work – 
doing more 
with less  
Lack of 
communication 
re what is 
happening in 
company 
Layoffs – and 
fear of layoffs 
When work is 
slow 
Lack of 
knowledge re 
future 
 
Lack of work 
and fear of 
layoffs 
When there is 
too much or 
too little work 
Behaviour of 
other team 
members 
Lack of 
recognition 
Conflict/Fear 
When I see 
people not 
putting in the 
effort. 
I would 
recommend 
the 
organisation 
to a friend as a 
great place to 
work 
 
Yes 8/8  
(100%) 
Yes 2/5  
(40%) 
Yes 10/13  
(77%) 
Yes 1/6  
(16.7%) 
Yes 4/8 
(50%) 
 No 2/5  
(40%) 
No 1/3  
(8%) 
No 1/6 
(16.7%) 
No 1/8  
(12.5%) 
 50/50 1/5 
(20%) 
50/50 1/13 
(8%) 
50/50 (4/6) 
(66.7%) 
50/50 3/8 
(37.5%) 
  Don’t know 
(1/13) (8%) 
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Consolidating the findings from all questions and observations, Table 5.3 
overleaf presents the key characteristics within the design of jobs that influence 
employee engagement.  These characteristics include the different types of 
challenges or problems each team face, the variety of tasks they undertake and the 
level of autonomy they experience - which is generally high.   Projects and activities 
vary in size and scope and provide opportunities for team members to achieve clear 
outcomes.  Most teams have a level of activity that keeps them fully absorbed, with 
project work generating periods of intense effort.  Learning on the job varies from 
incremental learning as new systems are introduced to more substantial learning, 
which can sometimes be patented. 
Consolidating the findings from all questions and observations, Table 5.4 
presents the key characteristics influencing employee engagement within the work 
environment, including managerial behaviours and the physical environment.  Levels 
of collegiality vary by team with collaboration driven by job requirements and/or 
friendship.  Informal discussions and joking reflect higher levels of collegiality in 
these teams.  Some teams have structured learning processes built into team 
meetings.  Recognition is highly valued across all teams, with some team members 
asserting that they would like to receive more.  Different styles of leadership are 
displayed but with several common managerial behaviours across teams, such as 
provision of support.  Similar physical environments exist across teams.  Clearly 
there are many characteristics within the structure and ‘feel’ of the team work 
environment that directly contribute to employee engagement. 
 
 

 Chapter 5: Findings – Work Environment Characteristics and Employee Engagement 251 
Table 5.3 Summary of employee engagement findings by job design characteristic for each team  
Job Team One Team Two Team Three Team Four Team Five 
Job challenge  Implementing new 
systems and processes 
provide challenge  
Constant focus on 
improving efficiency and 
effectiveness 
Challenging roles  
Requirement to win new 
work through value 
added and competitive 
bids 
A range of projects often 
with limited resources 
with multiple demands 
from internal clients 
Challenging jobs  
Helping clients resolve 
problems with ‘broken’ 
plant   
Problem investigation 
and resolution focussed  
Project based work 
Stimulating job using 
modelling tools to 
investigate processes 
identify opportunities 
and resolve problems at 
client organisation  
Project based work 
 
Challenging project  
Building significant plant 
Problem investigation 
and resolution focussed  
Interdisciplinary project 
Large project scope 
being delivered in 
another country with 
third parties who are also 
competitors 
Variety of tasks Roles have some variety 
Work structured by 
internal processes and 
deadlines 
Roles have variety as 
range of internal clients 
served and projects 
undertaken 
Different projects, clients 
and problems to solve 
provide variety 
Different projects and 
clients provide variety 
Roles have variety. 
Project has complex 
interdependencies within 
and external to team 
Autonomy in 
work tasks 
Can be done 
autonomously 
 
Can be done 
autonomously  
Most team members 
work independently 
 
Parts of work can be 
done autonomously – 
although the nature of 
work is project based 
requiring coordination 
with other project 
members  
Autonomy directly 
related to experience 
Parts of work can be 
done autonomously 
although there is 
collaboration on most 
projects 
Level of autonomy is 
related to experience 
Professional work can be 
done autonomously, but 
across profession 
integration required for 
many aspects of build 
Accomplishing 
things 
Roles provide 
accomplishment via 
monthly milestones to be 
Roles provide 
accomplishment 
  
Roles provide 
accomplishment 
   
Roles provide 
accomplishment  
 
Roles provide 
accomplishment 
  
 Chapter 5: Findings – Work Environment Characteristics and Employee Engagement 252 
Job Team One Team Two Team Three Team Four Team Five 
met Work is project based 
delivering services for 
internal clients 
Fixing clients ‘broken 
equipment’ is team 
objective 
Each project provides 
opportunity to solve 
problem or improve 
client’s process 
Constructions of plant 
broken down into key 
stages and milestones 
with achievement at each 
stage visible 
  
Delivery of project at 
end is major milestone 
Being fully 
occupied –
capacity for 
‘flow’ 
Being fully absorbed in 
role valued 
Highly occupied with 
competing demands for 
services from internal 
clients 
Being fully absorbed in 
role valued 
Being fully absorbed 
valued  
Can be intense with 
periods of high effort  
Breaks during jobs are 
also valued 
Most employees have a 
consistent level of work 
due to long term nature 
of project 
Possibility for 
learning 
Has incremental learning 
as new systems are 
introduced and 
efficiencies sought 
Learning content varies 
by position and task. 
Has rich learning and 
most problems are 
unique as equipment is 
broken 
Many projects have 
learning opportunities as 
there is limited precedent 
Mixture of reusing 
previous knowledge and 
development of new 
knowledge as problems 
are solved 
Opportunities to patent 
knowledge are actively 
pursued 
Resources – 
Staff and 
financial 
Has the resources they 
need 
Limited resources No information No information Has the resources they 
need 
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Table 5.4 Summary of employee engagement findings for team characteristics – by team  
 
Team Team One Team Two Team Three Team Four Team Five 
Collegiality 
and/or 
friendship 
Very collegial and 
friendly 
Collegial  Collegial and friendly Collegial and friendly Mixed levels of collegiality and 
friendship 
Collaboration High collaboration Independent roles – 
collaborate as required 
High collaboration. 
Projects undertaken 
jointly 
High collaboration 
Projects undertaken 
jointly 
High collaboration required by 
nature of work 
Interactions Within team and internal 
clients 
Largely with internal 
clients 
Largely within the team Largely within the team 
– but also with client at 
senior levels 
Largely within the team 
Informal 
conversations 
High level of face-to-
face and on Facebook, 
informal conversation 
Informal conversations 
in Brisbane but limited 
with other sites by 
physical separation 
Informal conversations 
typically sport related 
Team members share 
similar interests – which 
encourages banter 
Team a bit ‘cliquey’ with 
subgroups 
Joking and 
having fun 
Regular joking with each 
other 
No opinion available Humour evident in team 
meetings 
Mischievous: take ‘the 
mickey’ out of each 
other 
Humour evident in team 
meetings 
Trust High levels of trust 
among team members 
and towards manager 
Team friendly but 
fragmented 
High trust of manager – 
and mutual support 
among team members 
Mutually supportive 
team members 
Mixed levels of trust among 
team members 
Learning 
 
Has learning built into 
monthly team meetings 
No opinion available Has learning built into 
weekly team meetings 
Mentoring in place 
Mentoring 
Consolidate knowledge 
during informal 
discussion and during ad-
Formal methods used for 
capturing learning and decisions 
in Weekly status meeting and 
design review meeting 
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Team Team One Team Two Team Three Team Four Team Five 
hoc formal meetings 
Recognition Provided frequently by 
manager 
Identified as important – 
less than they would like.  
May come from internal 
clients  
Provided frequently by 
manager.  Can also come 
from satisfied client 
Recognition can come 
from client as well as 
manager 
Provided not as frequently as 
some team members would like 
by manager 
Managerial 
Behaviours 
Listens to team members 
Seeks their input to 
problem resolution   
Offers help with 
workload 
Engages in informal 
conversations and joking 
Concerned for work/life 
balance 
Offers support   
Builds ideas 
Sees themselves as a 
‘Father’ of the team 
Ensures involvement of 
all in team meetings 
Actively promotes 
learning and career 
evolution 
Concerned for work/life 
balance 
Sees themselves as ‘one 
of the boys’   
Engages in joking 
Promotes learning 
More project and client 
relationship manager than 
people manager 
Physical 
environment 
One location 
Desks located together 
on floor in open plan 
office.  Light and Airy. 
Plenty of surface space.  
Facilitates collaboration 
Noise of open space can 
mean that an employee 
can be disrupted. 
Three/Four locations 
Desks located together 
on floor in open plan 
office. Light and Airy. 
Plenty of surface space.  
Facilitates collaboration 
Location facilitates 
interactions with key 
internal clients 
No mention of disruption 
potential 
One location 
Desks located together in 
offices seating four 
leading on to a common 
corridor.  Light and Airy. 
Plenty of surface space  
Facilitates collaboration 
No mention of disruption 
potential 
One location 
Desks located together 
on floor in open plan 
office. Light and Airy. 
Plenty of surface space.  
Facilitates collaboration 
Noise of open space can 
mean that an employee 
can be disrupted 
Two locations 
Desks located together on floor 
in open plan office. Light and 
Airy. Plenty of surface space.  
Facilitates collaboration 
Dedicated meeting room – 
which is used to communicate 
via web technology with staff 
working on site 
Noise of open space can mean 
that an employee can be easily 
disrupted and challenge of 
keeping documents confidential 
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5.4    INFLUENCE OF ORGANISATIONAL CHARACTERISTICS ON 
EMPLOYEE ENGAGEMENT  
While the objective of the study was to consider characteristics influencing 
employee engagement within an employee’s immediate work environment, impacts 
of organisational characteristics and the business environment emerged frequently in 
discussions.  Accordingly, consideration is now given to organisational 
characteristics, while recognising that these may not be as influential as 
characteristics inherent within the local work environment itself.  Specifically, 
organisational characteristics identified as influencing employee engagement, both 
positively and negatively, include fear over future layoffs, freedom and autonomy, 
internal processes, values such as work/life balance, subcultural identities and 
ownership of the business.  The organisation of the discussion in these areas is 
illustrated in Figure 5.8, and each of these areas in discussed in turn below. 
 
 
 
Figure 5.8 Organisation of discussion across teams on organisational factors influencing engagement  
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5.4.1 Concern over layoffs  
Recent layoffs and concerns over future layoffs emerged frequently as 
impacting on employees’ sense of safety and connectedness to the organisation.  The 
‘dampened’ mood in the office had impacted on peoples’ engagement with and 
attachment to the organisation, and their willingness to invest additional 
discretionary effort.  Additionally, some staff had become territorial and there had 
been a distinct change in organisational culture observed: “Everyone has stress and 
is battle weary at the moment: so people are quite territorial” (A10). 
The mood of the place with so many retrenchments and the uncertainty of 
the market and exposure to mining, clients not spending as much, losing 
colleagues, all of those type of things puts a dampener at a group level 
(A12). 
 
I think from a people point of view, they’ve gone through a very dark period.  
You know, they’ve had to lay off a lot of people, and there’s a lot of people 
either hurt by that or were unhappy going through that period.  ...  It affects 
sometimes their day-to-day manner, and the company could do, I think, a bit 
more to smooth the worries down of some of the people (A42). 
 
It was very pleasant when I first started because things were going well.  
And like there were regular corporate events going on, there were regular 
social events that were happening.  And then when things just went bad they 
just all got stopped.  And I think – and let me comment on the times when it 
was good, it was really positive and it was really good; everyone was willing 
to help each other.  But then it was easily noticed, like dramatically changed 
when things didn’t go too well (A26). 
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5.4.2 Autonomy  
Comments provided in section 4.4.2 highlight how Alpha’s values of providing 
staff with high levels of autonomy had facilitated freedom of action and creative 
behaviours.  Similarly, a culture of autonomy impacts on feelings of engagement: 
“He really understands that and is letting me go off to do what I really need to do.   
Which is also the Alpha way. …  we are super autonomous in what we do” (A9); “In 
Alpha if I want to do something - I can just do it.  There are no show stoppers.  You 
can do it.  It is essentially up to you” (A15). 
A related comment highlighting senior management’s resistance to providing 
direction reinforces the importance of a culture founded not only on autonomy, but 
also on cooperation: “It's not an authoritative business - it's really interesting the 
way that it works.  It is a collegially managed, consensus driven business” (A12). 
5.4.3 Organisational processes – Human resource and internal communication 
Consistent with a very loose set of directions on how people should undertake 
their work are very ‘light’ organisational or human resources processes, such as role 
descriptions, performance management systems, career development and 
promotional processes, as has already been referred to in section 4.4.3.  The style and 
frequency of organisational communication reflects an organisation’s processes and 
values.  Previously, the communication and interaction with Alpha’s senior 
management was perceived to be very good: 
Somewhat related to the questions about the culture of Alpha – the thing is 
that people are pretty happy to ask the boss or ask the CEO sort of the tough 
questions whenever we have the bigger meetings with the whole office, all 
in one room.  I think a lot of the more quite senior people are still quite 
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approachable; it’s not too much of a segregation necessarily between the 
senior people and everyone else (A23). 
However, several comments were made indicating that communication from the top 
had diminished since the business had experienced a downturn: 
Outside of this project, I’ve never seen any other senior management of the 
company.  And I think that could be done better.  When there’s times like 
this, there’s times of concern and worry, you know, a quarterly address 
would be good by the leadership team to talk about the future (A42). 
 
I think that we have touched on that a little bit already.  But in terms of 
employee engagement - over the last two years - what has happened is that 
as the business has gone down and down and down - the level of 
engagement and communication from people like [names removed] and our 
strong leaders - who needed to give us a call to action and lead us - like - 'the 
times are bad - but we are going to get through that ... they just went to 
ground - which is very difficult (A9). 
A similar aspect of organisational culture relates to rituals and artifacts such as 
the recognition of long serving employees.  Several times when the researcher visited 
the office, there were electronic screens in the foyer displaying the names of those 
people who had achieved, five, ten, and up to twenty five years of service.  Valuing 
long serving employees while making some staff redundant was causing some in the 
organisation a level of discomfort: 
Yesterday we had the awards ceremony for five, ten or fifteen years. The 
people who came, most of them … not many people turned up.  The morale 
is a little bit down at the moment because of the workload and the 
uncertainty.  Also the management it is probably difficult for them to.  They 
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didn't give any meetings for the employees to say where we are heading - 
you know (A15). 
5.4.4 Values – Friendly, family feel and work/ life balance 
Common phrases used to describe what it was like to work at Alpha included 
‘very friendly’, with a positive ‘family feel’ and respectful of ‘work/life balance’.  
These underlying values contributed to many employees’ sense of engagement in 
their job and their attachment to the organisation.  Comments reflecting the ‘family 
and friendly’ feel of the company follow: 
They are some kind of innovative company - family style feel.  Just looks 
after family members: everyone gets along well.  So even with the 
redundancies - they were reluctant (A19). 
 
Everyone gets along well; like I said, you have your moments, but you spend 
eight hours a day, five days a week with these people so they are like family 
in a way (A8).   
The same respondent reflected on how other employees had expressed their positive 
feelings towards the company:  
I wouldn’t have anything bad to say about Alpha if someone was to ask me.  
And I remember when I came in for my interview, the HR girl with my 
supervisor couldn’t speak highly enough about the company.  And she was 
raving about it and, yeah, that’s one of the things that I actually, when they 
offered me the job is I took the role because the person was like: I love 
working here (A8). 
Examples of the types of remarks made with regard to the value placed on 
work/life balance follow: 
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The first week we received the orientation with the company.  They told you 
everything from how do you work - like you should have a balance in work 
and life.  So yes it is a really good company and they are really taking care 
of their employees (A27). 
 
Normally - sometimes we work a longer time in the day because of the 
urgent part of the work, and then maybe we can stay longer.  But normally it 
is not urgent and still in the plan.  [Manager] asks us to leave on time 
because we have the family (A21). 
 
I always tell them not to work too late because they get tired and you make 
more mistakes.  Then you need to spend the following day to clean up those 
mistakes.  So I say that the moment you feel tired - you should stop and go 
home.  And also if it is late, to grab a taxi and go home and have a rest 
(A15). 
It is interesting to note that values related to work life balance are mentioned in the 
employee induction process which is one their earliest exposures the employee has to 
the organisation.   
5.4.5 Demographic sub cultures – Engineers vs non engineers, boys vs girls 
Another notable feature of Alpha’s culture was the divide in the organisation 
between those who were in engineering related roles, and those who were in support 
roles.  Several people commented on how the most senior roles in support functions, 
such as marketing and human resources, were occupied by engineers.  The 
identification of these two separate roles was also described in terms of those who 
were billable and those who were ‘indirects’.  Further, as most of the engineers were 
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male, references were also made to a sub-culture valuing men over women.   A few 
comments to reflect these points are provided below. 
With the head of HR being an engineer - the head of marketing is an 
engineer - pretty much all the corporate services except for Finance are 
managed by engineers.  Now - who is the head of HR?  Are they an 
engineer? ... Shared services here - marketing, finance and legal all the 
people who don't bill are very much seen as the poor cousin.  There are some 
of the board who say that we don't even need a marketing department.  And 
we don't need HR - we just do this naturally.  So what happens is that these 
departments are significantly under resourced (A9). 
  
And one of the critical challenges in the business right now is that our global 
marketing lead is an engineer.  So there's a level of people thinking - not 
having a lesser opinion of marketing - because we don't have a professional 
qualified and experienced marketing person as our lead - then decisions are 
made outside of any sort of strategic marketing experience.  So then there is 
a different level of perception as to what marketing can do and the value in 
that because I think that it's tarnished a little bit.  They are not seeing the 
value in a professional marketing person when you put an engineer as the 
Lead.  And there is an engineer Lead for HR as well.  So I believe that it is 
slightly insulting to marketing professionals (A10). 
 
But here, like there are some hidden rules that you can't see - like women are 
not part of the game - and like a boys club.  I can see many of these games 
being played here. A group of men there who are supporting each other.  
And just taking and thinking about themselves and not taking care of the 
other people (A41).  
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5.4.6 Ownership of the business 
As a privately owned company, 30 per cent of staff have a financial stake in 
the business, and there is no requirement to report on results to the market.  These 
realities influence engagement: 
One of the big differentiators between Alpha and other companies, I think 
we’re one of the only privately owned companies left.  It’s owned by the 
employees.  Which, I think is a big thing.  It’s not reporting back to the stock 
market or anything, it’s all privately owned (A24). 
 
Alpha is a great company in a way.  They say do whatever you like.  I am an 
Associate and shareholder.  It's my company - you are on your own - you are 
expected to do your own thing (A15). 
A benefit of private ownership is that there is a financial reward for those who have 
shares:   
And being Alpha, from a business development point of view, most of our 
senior managers are shareholders, so there is a very tangible reward at the 
end of the day that you get the job (A44). 
While this is valued by those who receive it, and impacts on their engagement, the 
lack of transparency through which shares were allocated was mentioned by several 
employees as a source of disaffection: 
Well I think in terms of what I was talking about before what the criteria are 
to become a shareholder or and Associate - is very - they definitely try to 
keep you in the dark about it - and you do get the impression to an extent 
that as long as you are mates with somebody else then - it is a private 
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company and it is not transparent - how they hold their share prices at what 
not - yeah - it is very confidential I suppose (A40).  
5.5    CONCLUSIONS  
Chapter Five considered the findings in relation to the second of the study’s 
three research questions, that is, how do the characteristics of a work environment 
influence employee engagement?  Consideration was given both to common 
characteristics within teams as well as organisational characteristics.   
Overall findings in relation to question two were that that those characteristics 
within the team work environment that consistently contributed to employee 
engagement across all five teams included: the nature of work itself, that is, having a 
challenging problem at hand to which they could apply their skills and knowledge 
and which kept them fully occupied and provided a sense of accomplishment; variety 
of tasks; a high level of freedom in how they planned and undertook their work; a 
rich learning environment with feedback from peers and others in the organisation; 
working with other collegial team members; experiencing a team climate of support 
and helpfulness; and the manager’s behaviours, particularly in terms of guidance and 
recognition.  A higher frequency of laughter and informal chatter appeared to build 
stronger ties within the teams, although this was less important to others.  A recap of 
comments highlighting some of these findings is provided in Table 5.5. 
Concerns over future job losses were frequently mentioned as contributing to 
disengagement. A negative mood was infectious throughout the organisation.  Other 
factors identified as contributing to disengagement were usually the corollary of 
those creating engagement. This included not being busy or challenged; being 
micromanaged; not learning; and not working in a supportive environment.  Indeed 
where team members frequently challenged each other’s views in a confrontational 
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manner, overall feelings of engagement were perceived to be lower than for other 
teams.  An ability to express a contrary view without the receipt of excessive 
criticism indicated that the person felt psychologically ‘safe’ in that team.  Both time 
and workload were identified as having a ‘sweet spot’ with regard to engagement, 
that is, having too much or too little contributed to disengagement. 
It is possible to categorise many responses as either an emotional, rational or 
behavioural manifestation of engagement.  Examples of this classification can be 
seen in Table 5.6.  This provides confirmation of the value of a definition of 
employee engagement incorporating these three perspectives. 
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Table 5.5 Examples of comments made and themes identified for employee engagement  
Predictors Evidence 
Autonomy Strong Evidence 
High: I think I touched on this before - because of the way the organisation 
works and that you are responsible for your own destiny here. … we are 
super autonomous in what we do (A9). 
Low:  How much control do I have individually?  Not that much, because 
most of the shots are being called by someone else... because being a junior 
engineer (A26). 
Task Variety Strong Evidence 
High: I like that I have variation; I don’t do the same thing day in and day 
out.  I wouldn’t be able to sit there and do the data entry and checking all 
day and all night.  I would find that so boring (A6). 
Low:  We have to send them out every week and you’re just looking at 
spreadsheet after Excel spreadsheet.  So, yes, you sort of will do a few and 
then go Oh, and you try and find something else to be doing (laughs).  And 
you try, you know, you avoid it at all costs.  Sometimes I feel like that (A5). 
Being Busy Strong Evidence  
High:  If I am busy I work better (A1). 
Low:  Usually I’ll go and ask my supervisor for more work (A8). 
Informal conversations 
and laughter 
Strong Evidence 
High:  We usually have a good ‘chit chat’ in the morning (A8). 
Low:  I don't like getting in the habit too much of mixing work and pleasure 
(A33). 
Time Pressure Strong Evidence  
High:  Having a deadline, knowing that you’ve got to finish something in 
time, makes things much easier for you to just get your work done quickly 
(A26). 
Low:  Sometimes when I am given a task - I am stuck - and time just goes 
away.  So that is what I really struggle with (A28). 
Feeling 
psychologically safe 
(able to make 
mistakes) 
Strong Evidence 
High:  I think when people are joking around with each other and feel free 
to, you know, if someone’s made a mistake they’ll just go:  Oh, you’ve done 
that wrong.  I think everyone’s really happy when no-one seems to be 
protecting their own job by worrying about if they’re making a mistake or 
asking a stupid question (A7). 
Low: And then I am so scared of someone finding a mistake because I feel 
that instead of everyone helping, everyone is just looking to find a mistake 
in everyone else's job (A41). 
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Table 5.6 Examples of emotional, rational and behavioural aspects of employee engagement  
Ref Employee 
Engagement 
Examples from transcriptions 
1 Emotional So that was when I came here and I was quite happy.  I was really enjoying 
my job on the C53 project and I was really happy for the first few months 
(A41). [Engaged] 
You can just feel that it is a bit flat I suppose.  It is the flatness (A1). 
[Disengaged] 
I would say it’s – like it’s a good place to work if you don’t come and dread 
coming because there’s people around you all in bad moods and it’s, you 
know, when you can feel the person behind you sort of in a bad mood, it just 
sort of gets to everyone around them (A6). [Disengaged] 
2 Rational I think when I'm really sitting down and looking at a problem and I'm not 
sure what the solution could be and you might have an idea. And you often 
go into those trances where you are thinking - will this work. Yeah - where 
you are just thinking about your problem.  It often happens because there 
are a lot of complicated things that are happening (A40). [Engaged] 
Because the work is such a deep thing - you concentrate - you focus [..]  The 
nature of the work we do is with a computer and software. By the time you 
start your work - you don't know how fast time flies. The work is very, very 
engaging you know.  It's not like a day is long  (A20). [Engaged] 
‘Cos I was concentrating on doing the measuring and sometimes you have to 
think about when you have to do the final measurements to have a better 
result.  And, yeah, time flies (A25). [Engaged] 
So I was really engaged when I modelled my structure and I was 
documenting - and calculating - doing the basic calculations.  Working out 
the maths on all the components (A28). [Engaged] 
The other examples are more technical when we are trying to figure out the 
design - when it is technically challenging. So I enjoy the technical stuff as 
well as getting things together from different aspects (A37). [Engaged] 
… mostly when I am doing my work I am engaged in my work.  I need to be 
concentrating (A41). [Engaged] 
3 Behavioural I am engaged when I am incredibly busy (A12). [Engaged] 
We were all - the people I was working with were particularly driven to 
achieving the ultimate goal (A16).[Engaged] 
Most of the time you don’t realise it’s 5:00 o’clock (laughs).  It happens 
every day.  Time flies because there’s so much to do.  That happens most of 
the time I would say (A18). [Engaged] 
… this particular month was really busy for me  - more people wanted to bill 
- there were more issues for me.  I've no idea.  But I was going on annual 
leave the week after or something so I spent quite a few nights back doing 
extra work.  And I have no problem with that. It is good in the sense that they 
don't overload you.  If you are required to stay back - I don't remember ever 
being asked to stay back - but if I've got a lot of work on - I'm going to do it. 
(A2). [Engaged] 
When I have to meet sort of a deadline and things need to be done, I sort of 
focus and put my headphones in and sort of drown everything else out and 
just pay attention and do my work (A6). [Engaged] 
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In terms of organisation wide as opposed to local work environment 
characteristics influencing engagement, a flat structure and light organisational 
processes reflected a desire to promote autonomy, innovation and a positive ‘family 
feel’ style environment.  Demographic characteristics did create sub-cultures with 
subsequent feelings of being less valued.  These demographic splits included those in 
billable engineering roles verses those in supporting, ‘indirect’ or non-billable roles.  
Having a financial stake in the business had a direct impact on both motivation and 
engagement.  These points are illustrated in Figure 5.9. 
  
Figure 5.9 All categories of factors contributing to employee engagement 
 
Comments made reveal the high number and complexity of characteristics 
influencing employee engagement, as well as its multilevel nature.  Engagement 
clearly exists at a job, manager, team and organisational level as illustrated in Table 
5.7.  Someone’s high level of engagement in their job may not automatically 
translate to the same level of engagement with their team or organisation.  
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Table 5.7 Examples of employee engagement at different levels  
Ref Employee 
Engagement  
Examples from transcriptions 
1 Job … when you’ve got a good job where you don’t have anything that’s 
going to hold you up, where you can just be powering through it and 
everything is just running well, but also you’re feeling busy and that 
you’re accomplishing something (A24). 
Cos I was concentrating on doing the measuring and sometimes you 
have to think about when you have to do the final measurements (?) to 
have a better result.  And, yeah, time flies (A25). 
So I was really engaged when I modelled my structure and I was 
documenting - and calculating - doing the basic calculations.  Working 
out the maths on all the components (A28). 
I live and breathe my job, you know (A42). 
2 Manager … in part of my work right now I’m highly engaged and it’s because  
when I’m most engaged, I’m getting good feedback from the people 
directly above me (A36). 
Well, it’s usually when my manager disagrees with my methods and we 
have a dispute (A42). 
3 Team Everyone gets along well; like I said to you, you have your moments – 
but you spend eight hours a day, five days a week with these people so 
they are like family in a way (A8).  
When I work and I really love the work.  Because if I don't like it - that's 
just fine.  I want to stay to work in the team (A21). 
I always get a lot of satisfaction from our team ...  When the team’s 
running smoothly (A36). 
4 Organisation They are some kind of innovative company – family style feel. Just looks 
after family members: everyone gets along.  So even with the 
redundancies – they were reluctant (A19). 
I've seen people who have been crying and crying because they are 
crying not because they love their jobs but because they miss the people 
here. So you know - the culture here is good (A11). 
 
 
Having examined how the characteristics of a work environment influence 
employee engagement, the next chapter examines the third research question: what is 
the nature of the relationships between a work environment that stimulates creative 
behaviours and a work environment that fosters employee engagement? 
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Chapter 6:  Findings – Work Environment Characteristics and 
Influence on Both Outcomes 
6.1    INTRODUCTION 
This chapter analyses data to answer the third research question (RQ3): What is 
the nature of the relationship between characteristics in work environments that 
foster creative behaviours and those that foster employee engagement?  The chapter 
is organised into six sections. After this introduction, section 6.2 provides an 
overview of each team’s unique characteristics that support creative behaviours and 
employee engagement.  In section 6.3 the characteristics within the job design, the 
work environment, and those related to managers’ behaviours, which influenced both 
creative behaviours and employee engagement are considered.  In section 6.4 those 
characteristics, which on the basis of published research were expected would be 
found, but which did not emerge as important, are identified.  In section 6.5 
organisational and external factors that also appear to influence both creative 
behaviours and employee engagement are described.  While organisational and 
external factors were not directly present within a local work environment as such, 
they do appear to have an indirect influence on both outcomes.  In section 6.6 
concluding remarks are presented.   
6.2    NATURE OF RELATIONSHIPS BETWEEN CHARACTERISTICS 
AND OUTCOMES BY TEAM 
6.2.1 Team One – Relationships between characteristics and outcomes 
Most of the workplace characteristics within Team One that contribute to 
creative behaviours also appear to contribute to employee engagement. Observations 
related to unique aspects of Team One’s environment follow.  A key influencer on 
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creative behaviours specifically is the modelling of interest in new approaches, 
demonstrated by both the team’s manager and director.  Both were particularly 
motivated to identify opportunities for achieving greater efficiencies through new 
systems and to encouraging team members to do the same.  Without these behaviours 
it is unlikely that team members would have displayed such a high incidence of 
creative behaviours.  This was because the nature of work was more structured and 
routine than the more challenging work tasks undertaken in other teams, which acted 
as a catalyst for creative behaviours. 
This team was also had high levels of collegiality and friendship.  Perhaps 
because of these close connections, team members appeared to be more sensitive to 
the moods of others in the team, and this in turn had an influence on their feelings of 
engagement.  High levels of collegiality appeared to support high levels of 
psychological safety where employees in the team felt safe to admit mistakes and to 
express contrary views.  This environment not only contributed to feelings of 
engagement towards the team but also supported a number of creative behaviours 
such as evaluating alternatives and experimentation which contributes to the learning 
process. 
Team One had meeting processes that contributed to both creative behaviours 
and employee engagement.  The meeting process which was driven by the manager 
incorporated coaching and learning, which empowered and supported team 
members.  The meeting also provided (another) forum for the exploration and 
evaluation of new ideas in addition to informal discussion and evaluation. 
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6.2.2 Team Two – Relationships between characteristics and outcomes 
Most of the characteristics within Team Two that contribute to creative 
behaviours also contribute to employee engagement.  Observations related to unique 
aspects of Team Two’s environment follow.  This team had been most impacted by 
the economic downturn, having lost a high number of positions to redundancy and 
now with fewer resources to deliver services.  This negatively impacted on both 
creative behaviours and employee engagement. It also may have reinforced feelings 
of being less valued because they were ‘indirect’, and not providing billable services 
to the organisation. 
The team was relatively new in constitution and with a new manager.  Team 
members were located in different parts of the world and different time zones.  
Responses suggest that this physical separation has negatively impacted team 
cohesion following the redundancies.   Many of the employees undertook their work 
with a high level of independence from other team members and with a 
corresponding high level of autonomy.  Team members described their relationships 
with each other as collaborative, which has been identified as important for both 
employee engagement and creative behaviours.  With the exception of the Brisbane 
based members, team communication was typically via a LYNC conversation over 
the Internet, rather than face-to-face, because of geographic separation. Team Two 
was the most externally oriented team reviewed, regularly scanning the external 
market for new ideas as input to the way services were delivered.  This characteristic 
was considered to contribute directly to creative behaviours.  Creative behaviours 
were also stimulated by the nature of work. For example some team members had to 
collaborate with colleagues to prepare creative ‘pitches’ to win work in areas where 
Alpha was not traditionally strong in the marketplace.   
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6.2.3 Team Three – Relationships between characteristics and outcomes 
Most of the characteristics within Team Three that contribute to creative 
behaviours also contribute to employee engagement.  Observations related to unique 
aspects of Team Three’s environment follow.  Team members are generally very 
engaged with the work they do and very emotionally connected to their team and 
manager.   This close connection could reflect the recruitment process as most team 
members were recruited directly from university by the team manager and were 
given mentors and a formal career development plan.  The team has been in 
existence for over ten years with well-established ways of working and a very strong 
focus on ongoing learning, as evidenced through sharing of case studies in weekly 
team meetings. 
Employees work closely together in teams for project based work.  The nature 
of the work itself involved solving challenging client problems through the 
application of analytical skills.  The type of problems solved and the collaborative 
nature of work provided a rich learning environment contributing to both creative 
behaviours and employee engagement.  Many of the problems were unique, although 
team members drew on previous experiences and joint problem solving processes in 
solving them. 
 It is a very multicultural and diverse team, with some team members 
commenting on how much they valued this, and that it in part contributed to their 
engagement.  The influence of the diversity of disciplines on creative behaviours is 
not known.   
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To some extent, a culture of risk minimisation, together with a need to work 
quickly to solve client problems limited creative behaviours such as experimentation.  
The impact of this team culture on employee engagement is not known.  
The team had formal knowledge sharing and knowledge capture systems 
supporting the reuse of existing knowledge.  Team processes in meetings were 
observed to be very democratic, encouraging participation by all.  Presentation of a 
safety related case study each week by a rotating team member, followed by 
discussion, encouraged outward looking behaviours and reinforced the importance of 
ongoing learning, both of which contributed to creative behaviours and employee 
engagement. 
6.2.4 Team Four – Relationships between characteristics and outcomes 
Most of the characteristics within Team Four that contribute to creative 
behaviours also contribute to employee engagement.  Observations related to unique 
aspects of Team Four’s environment follow.  The nature of work undertaken by the 
team centers around research and development as they use computer and modelling 
tools to solve problems for clients, or identify opportunities for improving the 
effectiveness of the client’s operations.  Team members work alone as well as with 
others in undertaking the work, and expressed appreciation for their work 
relationships.  
The work is analytical in nature and is very appreciated by team members.  The 
work has a rich learning element inherent within it prompting team members to 
undertake external research. It is probably the nature of the work, with its deep 
intellectual challenges, which is the biggest stimulus to creative behaviours and 
supporter of employee engagement in this team.  
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Team members are highly collaborative and playful as they explore solutions 
together, contributing to both creative behaviours and employee engagement.  The 
joking and teasing specifically supports engagement and builds closer relationships.  
The close seating arrangements facilitate collaborative activities and a high level of 
informal interaction. 
6.2.5 Team Five – Relationships between characteristics and outcomes 
Most of the characteristics within Team Five that contribute to creative 
behaviours also contribute to employee engagement.  Observations related to unique 
aspects of Team Five’s work environment follow.  The team is undertaking a large 
and complex project in an offshore location with a firm who is also a competitor.  
The nature of the work has technical challenges that are highly appreciated by team 
members, with many of the engineers using the learning opportunities presented by 
the build to become masters in their specific discipline.  Many of those interviewed 
clearly love what they do, which stimulates creative behaviours and supports 
engagement with the job.  There is also pride in being a part of what is ultimately 
being constructed. 
Because of the interdisciplinary nature of the build, integration is required 
across teams and with the partner organisation.  Conflictual behaviours sometimes 
emerge.  In these contexts, creative behaviours are often stimulated as team members 
gather information to defend their position or disprove the position of others.  
However, some team members will withdraw from the conversation during conflict, 
choosing to remain silent.  At these times their engagement in the work is negatively 
impacted. 
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The team has created collaboration and idea management processes, such as 
the design review meeting to facilitate idea stimulation, shaping and formalisation 
across the different disciplines involved in the project.  This process plays a key role 
in generating discussion, providing pressure for new ideas to be discussed, evaluated 
and agreed, by milestone dates.  This team has a clear focus on the identification of 
new knowledge that could be patented.  The inclusion of the Technology Manager 
meant that team members were regularly reminded of the need to identify the best 
way to do things as a precursor to patenting knowledge.   Without this role, it is 
likely that the best knowledge may not have been identified and/or patented.  
Engagement clearly comes from the nature of the work, rather than from 
engagement with other team members, or indeed the team itself.  There are also 
differing levels of engagement with the organisation.  These points highlight the 
need to understand, not only how high is the level of engagement to the job, team 
and or organisation, but also how important being engaged at that level is to the 
employee.  In this team, engagement with the work itself appeared to be the most 
important factor.   
6.3    TEAM, JOB, MANAGER BEHAVIOURS AND PHYSICAL 
ENVIRONMENT 
In Chapters Four and Five those characteristics within a work environment 
which contributed most to creative behaviours and employee engagement 
respectively were identified.  Many characteristics contributed to both outcomes, to 
greater or lesser extents.  However, some characteristics contributed to one outcome 
and not the other. For example, vigorous disagreement prompted some creative 
behaviour but may not support employee engagement. Other characteristics within a 
team climate, such as close friendships, could contribute to engagement but were not, 
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on their own, a driver of creative behaviours.  There typically needed to be some sort 
of catalyst such as a problem to solve or opportunity to realise to drive creative 
behaviours.  The insight here is the importance of considering the person, their 
situation and the work context.  It can be the interaction between these elements that 
drives creative behaviours and employee engagement.  Additionally, for some 
employees a supportive team climate could compensate for a job that did not have 
the characteristics that typically drive engagement, such as work challenge.  This 
highlights the importance of considering the different, multi-level influences on 
engagement.  These shared characteristics have been grouped into four categories: 
the job; the team interactions and climate; managers’ behaviours; and the physical 
environment.  These categories and characteristics are illustrated below in Figure 6.1.  
 
Figure 6.1 Overview of characteristics by job, manager, team and physical environment influencing 
creative behaviours and employee engagement 
 
Taking this analysis further, it is possible to identify which characteristics are 
antecedents or consequences of the work environment, which ultimately contributes 
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to creative behaviours and employee engagement.  These characteristics have been 
identified in Table 6.1. 
Table 6.1 Antecedents and consequences of work environments contributing to CB and EE 
Category Antecedents In the Work 
Environment 
Consequences 
Shared (Job) High autonomy 
Job variety 
Time pressure 
Being busy 
Challenge 
Achieving outcomes 
Learning 
 
Shared 
(Management 
behaviours) 
Being supportive 
Showing positive and 
encouraging body 
language 
Providing business or 
contextual information 
Providing feedback 
Providing recognition 
Being open to new ideas 
Asking what you need 
Inviting participation in 
the discussion 
Not micromanaging 
Learning enhanced 
Feeling valued 
More ideas offered 
Feeling free/empowered 
Shared (Team 
Climate) 
Trust Collaboration 
Mentoring 
Informal conversations 
Learning 
Shared (Team 
Processes) 
Team Meetings 
Team processes 
support 
communication by all 
Everyone has 
opportunity to contribute 
Early problem detection 
conversations 
Rigorous debate 
Shared knowledge 
Increased team cohesion 
Physical 
environment 
Physical environment, 
facilitates informal 
interactions and 
communication 
Light and airy 
Big working space 
Team members 
physically close 
Confidentiality protected 
in meeting room 
Higher levels of informal 
collaboration 
 
These major categories of characteristics are now discussed in turn. 
6.3.1 Job characteristics 
The six characteristics most frequently mentioned by respondents as impacting 
on both creative behaviours and being fully engaged within the job were challenge, 
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autonomy, variety, achieving outcomes, opportunity for learning and ‘being busy’.  
Related to the expressed desire ‘to be busy’, or fully occupied, was the impact of 
time pressure.  Too much time pressure resulted in mistakes and lower quality work, 
while too little pressure often did not provide enough of an incentive for completing 
a task, particularly something new.  Additionally, too little time pressure was seen as 
leading to boredom or vulnerability to job loss.  For those in roles with billable 
hours, there was a disincentive to spend time on exploratory activities that were not 
generating revenue.  This point is revealed in response to the question, ‘Do you feel 
you have enough time to explore new ideas without the pressure to deliver on current 
priorities?’, and is shown in the following verbatim excerpt.  
I'd probably say generally speaking no: but not a hard no.  It depends on the 
profile of the work at that time….  any opportunity to be working on a job is 
better than R & D (A33). 
However, for those without the billable hours requirement there was greater 
time capacity:  
There’s no timeline to what I want to do, and that’s the beauty of being in a 
marketing team it’s not pressured by the projects (A14). 
6.3.2 Team characteristics 
Within any team, there were many values and behaviours that created a unique 
social environment.  These behaviours are typically referred to as group norms.  
Norms are social phenomena propagated among group members through 
communication (Kincaid, 2004).  Frequently occurring behaviours in teams included 
collaborating with and helping others, sometimes in a dedicated mentoring role, and 
engaging in informal conversations and joking.  These behaviours facilitated feelings 
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of trust and psychological security, where team members felt comfortable in 
admitting mistakes and in presenting contrary views, which both serve as creative 
behaviours.  These behaviours also contributed to feelings of engagement within the 
team.   
The social environment in one team included conflictual behaviours, such as 
challenging or blaming others.  These behaviours prompted other team members to 
engage in experimentation to disprove the argument presented, or to more strongly 
argue their own case.  However, conflictual behaviour could also weaken 
collaboration, prompting some team members to offer fewer opinions, for example 
by keeping their ‘head below the parapet’, and result in feelings of disengagement.   
But this year I am just going to put my head down.  I am not going to be 
working overtime any more.  .. I'm sorry, but I have to learn how to 'not give 
a shit'.  Life is going on - so just go there, and do your work and come home 
(A41). 
The way conflict can impact on behaviours within a team is summarised in Figure 
6.2 below.  
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Figure 6.2 How conflict influences team behaviours  
 
Informal and formal knowledge sharing processes, such as meetings, were 
reviewed for their influence on both creative behaviours and employee engagement.  
Participation in informal and formal interactions varied by team. The frequency of 
informal interactions appeared to be a function of the quality of relationships 
between team members.  Formal team meetings could positively contribute to both 
creative behaviours and employee engagement, and appeared to be influenced by the 
manager’s behaviour in the meeting.  Other influences in the meeting included the 
nature of items discussed, the behaviour of other team members, and the opportunity 
to share and discuss information and issues.  Some team meetings had formal 
knowledge sharing and lessons learned items on their regular agenda.  Occasions for 
joking or laughing also created a sense of team cohesion.  One team had a meeting 
process specifically designed to manage the idea stimulation, evaluation and decision 
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making processes.  The meeting was multidisciplinary and was driven by project 
milestones which appeared to be a catalyst for creative behaviours. 
Another characteristic that was team-specific related to a sense of ‘identity’ as 
related to the value of the roles undertaken.  Of the five teams reviewed, three teams 
provided services that were billable, while the other two were classified as non-
billable or ‘indirect’ functions.  The term ‘indirect’ appears to have a pejorative 
meaning of being less important.  Several comments made by those in non-billable 
teams revealed feelings of not being as valued as employees generating revenue.  
This sense of being less valued appeared to have an indirect impact on their 
engagement.   
6.3.3 Behaviour of the manager 
Behaviour of the team manager had a direct influence on employees’ feelings 
of psychological and job safety, willingness to contribute to discussions and 
openness to new ideas.  Types of positive managerial behaviours which most directly 
and consistently influenced creative behaviours and employee engagement included: 
giving staff freedom to act; offering support and asking staff what they needed to 
succeed; providing recognition; laughing with the team and engaging in informal 
conversations; demonstrating an openness to new ideas; providing a safe 
environment where people could express contrary views; and showing a concern for 
work/life balance.  Behaviours which were perceived to impact negatively on 
creative behaviours and employee engagement included micro-managing staff and 
being confrontational.  Taken together, the characteristics of the job, the team 
processes, the team climate and the behaviour of the manager all have a direct impact 
on the likelihood that an employee will adopt creative behaviours and feel, think and 
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act in an engaged manner.  However the strength of an individual’s feelings of 
engagement towards their job, to their team and to their manager may differ.   
6.3.4 Physical environment 
As mentioned previously, all teams had physical working environments with 
large working surfaces in a light and airy working space, usually within an open plan 
office.  Teams were generally clustered together, supporting more frequent informal 
face-to-face interactions.  Negative comments regarding the physical work 
environment were generally related to noise levels and the impact this had on 
concentration.  Additionally there was a greater possibility for other staff to interrupt 
you.  These situations were generally responded to with the use of headphones.  The 
physical environment appeared to a facilitating rather than a direct impact on both 
creative behaviours and employee engagement.   
6.3.5 Overview of characteristics influencing creative behaviours and employee 
engagement 
An overview of the key characteristics most directly influencing creative 
behaviours and employee engagement as discussed within this section is provided 
below in Table 6.2.  The table only includes the most influential characteristics 
within the work environment which emerged in the interviews and are called ‘first 
level influences’.  Omitted from the table are characteristics related to more distant 
or ‘second level influences’, such as those within the physical environment itself. 
 From the table it can be seen that there are two characteristics whose influence 
is unknown on a particular outcome.  These characteristics and outcomes included an 
identity of being an ‘indirect’, and a valuing of work/life balance on creative 
behaviours.  While it appeared that these characteristics influenced employees’ levels 
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of engagement, there was no data provided which enabled analysis to be made as to 
the level of influence on creative behaviours.  Other characteristics which were 
identified in the literature as influencing both outcomes but which were not found in 
this study are described in section 6.4. 
Table 6.2 Summary of team and job characteristics influencing creative behaviours and employee 
engagement  
Characteristic Creative 
behaviours 
Employee 
engagement 
Classification Observations and 
explanatory comments 
Challenging work √ √ Job Requires concentration.  
Supports learning 
Autonomy √ √ Job Being micro managed 
creates disengagement. Low 
autonomy accepted if less 
experienced 
Learning  √ √ Job Rich learning environments 
valued 
Accomplishment √ √ Job Achieving something 
Variety of activities √ √ Job Adds interest and enjoyment 
Being busy √ √ Job Is related to time pressure 
Time Pressure √ √ Job There is a ‘sweet spot’ with 
regard to the right amount of 
time pressure 
Collaboration   
√ √ Team Helping others solve 
problems 
Friendliness 
Collegiality 
√ √ Team Evidenced by high level of 
informal conversations and 
joking 
Dedicated 
innovation spotter 
role 
√ X Team Brought specific focus to 
innovation formalisation 
opportunities 
Conflict  
Relationship 
challenges 
√ X Team Can promote creativity – but 
not always.  Not supporting 
engagement 
Experienced 
members advice and 
guidance 
√ √ Team Including mentoring 
positively influenced both 
outcomes 
Attitude towards 
experimentation 
√ √ Team Risk minimisation reduced 
some creative behaviours.  
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Characteristic Creative 
behaviours 
Employee 
engagement 
Classification Observations and 
explanatory comments 
Feelings of 
psychological 
security 
X X  Team When too much conflict – 
people act cautiously – do 
not offer contrary views. 
Also fear of redundancies.  
Engagement impacted as 
well 
Meeting processes 
(DRM has strong 
influence on CB) 
√ √ Team Level of information and 
interaction influences both 
outcomes 
Role identity                    
 
? X Team ‘Indirects’ perceived to be of 
lesser value than billable 
staff 
Risk aversion 
culture 
√ ? Team Fostered a cautious culture 
Modelling interest 
in new ideas 
√ √ Manager Fostered a group norm of 
openness to new approaches 
Providing feedback 
and support 
√ √ Manager   
Formal goal setting X X Manager  Did not emerge as important 
Providing 
recognition 
√ √ Manager   
Work/Life balance 
? √ Manager  Is team and organisational 
wide value 
 
Developing this analysis further, combinations of characteristics can be 
mapped for teams with different levels of creative behaviours and employee 
engagement as outcomes.  The initial mapping presented as Figure 6.3 highlights 
examples of characteristics that could appear in each theoretical quadrant for high or 
low creative behaviours or employee engagement. 
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Figure 6.3 Scenario combinations for creative behaviours and employee engagement  
 
However, relationships between characteristics are more complex than this.  
The work environment is not simply the sum of the presence or absence of a set of 
characteristics.  Consideration needs to be given to the relationship between the 
person and their work situation, because the influence of characteristics will be 
context specific.   Building on the work of Shuck et al. (2011a), the following model 
has been developed to highlight the nature of this relationship between the work 
environment and the person. 
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Figure 6.4 Interaction between the person, work environment and employee engagement  
 
As can be seen from Figure 6.4, many groups of characteristics within the work 
environment influence employee engagement.  While the study has highlighted a set 
of characteristics that have been found to influence engagement generally, it is also 
important to understand characteristics related to the individual.  For example, while 
autonomy is highly valued as a characteristic of work, if the person has less 
experience they understand they may not have this characteristic in their role early in 
their career.  Similarly, if someone’s life circumstances necessitate a less demanding 
role, this may also contribute to their engagement.  A few respondents alluded to the 
concept of a tradeoff when considering what engaged them.  For some, being in a 
supportive team was a good tradeoff for having job without variety and challenge.  
For others, working on a project that built their skills was a good tradeoff for 
working in a team that was not always supportive or was at times conflictual. 
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6.4    CHARACTERISTICS NOT FOUND 
From a review of the literature, there were several characteristics within the 
work environment which could be expected to be found impacting on both creative 
behaviours and employee engagement, but which did not emerge as influential.  
These characteristics related to formal processes for goal or expectation setting and 
interactions with other teams.  As will be discussed in the next section, Alpha has 
very ‘light’ structures and processes related to role descriptions, goal setting, 
performance management systems and promotional processes.  Additionally, 
interactions for several teams were very focussed within their team, with limited 
interactions outside of that.  Reasons offered for this situation included justifications 
that the team is self-contained, is like ‘an outcast group’, that there is no business 
requirement for interaction, to reasons of confidentiality. These were described some 
by respondents as follows: “Well, we don’t really have that much to do with the other 
teams” (A7); “You don’t really venture outside (laughs).  But, yeah, they all just kind 
of stick to themselves” (A8). 
While some respondents clearly did not mind that they had little contact 
outside their team, other respondents reported that that they had feelings of being 
abandoned:  
In some ways - we don't.  In terms of where we sit in the organisation or 
how we interact with the other teams?  In a lot of cases we don't interact with 
other teams where there is little - 'bastard child off to the side' and gets 
forgotten about and that's what it seem like the last couple of years (A16).   
This comment reveals a distinct disaffection from one employee with the 
isolation of their team.  Another respondent in the same team explained that it was 
the manager’s role to be the link with other discipline areas within the organisation: 
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We’re a bit secluded (laughs).  Not so much professionally, I would say.  I 
think most of the correspondence and relationship with other disciplines, 
other groups, the client that goes through [manager].  So, professionally, 
very minimal (A18). 
In a different team the isolation was explained because of a need for 
confidentiality. 
Formally, there is some but not a lot.  It’s not as much as we would normally 
have because of the nature of the project – first of all, it’s a confidential 
project, so everything’s locked down, the IP, the intellectual property.  So 
everything’s locked down; even the sponsors have no access to the data.  
(A44). 
One interviewee reflected that the lack of collaboration across teams, in part 
reflected the structure of the organisation and internal competition: 
I think that internally within Alpha it is not set up necessarily to foster 
collaboration. ... But this whole business unit situation sometimes creates its 
own problems - as I think that is how the profit centres are aligned for 
commercial reasons. ... For example you could have one guy who is working 
his arse off to win an opportunity - and then that job is picked up by another 
business unit to actually run.  Where's the incentive for that guy to actually 
help the project? (A33). 
The impact of the absence of extensive interaction with other teams on both creative 
behaviours and employee engagement is not possible to assess.   
A map highlighting those characteristics that were ambiguous or exceptional in 
impacting on creative behaviours and employee engagement is provided below in 
Figure 6.5.  These characteristics included formal idea management processes, a 
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dedicated innovation role, conflictual behaviours, time pressure and a risk 
minimisation culture.  The map places characteristics as either a positive or negative 
influence on creative behaviours and/or employee engagement.  The objective of the 
map was to illustrate the researchers understanding of the strength of the different 
characteristics on both creative behaviours and employee engagement.  The relative 
positioning of the characteristics was based on the researcher’s judgement and not 
from use of a measurement tool. 
 
Figure 6.5 Map of ambiguous and exceptional characteristics  
 
Time pressure can both work for or against creative behaviours and employee 
engagement as illustrated in Figure 6.5.  There is clearly a range or ‘sweet spot’ 
where the right amount of time pressure can contribute to both outcomes.  This point 
is illustrated graphically below in Figure 6.6. 
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Figure 6.6 Map of time pressure sweet spot 
 
The figure highlights how as time pressure increases, the presence or frequency 
of employee engagement and creative behaviours also increases until a certain point, 
point A.  From this point there is a time range during which the frequency of creative 
behaviours and employee engagement remain stable at this level.  However, if time 
pressure increases beyond point B, creative behaviours are likely to diminish as 
employees revert to tried and tested methods in order to efficiently manage their 
time.  Similarly, higher levels of time pressure lead to stress which directly impacts 
on employee engagement.  This finding supports existing research by Dul and 
Ceylan (2011) and  Shalley and Gilson (2004) among others. 
6.5    ORGANISATION AND EXTERNAL INFLUENCES 
In addition to characteristics related to a person’s job, the manager’s behaviour, 
team processes and characteristics within the team climate itself, there are influences 
within the organisation at large and in the external environment that also have a 
bearing on creative behaviours and employee engagement.  These influences 
however, are more distant or not as strong as those within the job or team itself.  
Within each team, creative behaviours and employee engagement are influenced by 
Time Pressure
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Low Time 
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organisational structure, values and processes.  In relation to the external 
environment, the downturn in the Australian mining industry has resulted in layoffs 
that have affected employees’ feelings of security, their attachment to the 
organisation and their engagement.   
6.5.1 Organisation – Structure, values and process influences 
Alpha’s flat structure reflected management’s desire for employees to have 
access to senior staff; to act with a higher level of autonomy; to promote innovation; 
and to foster the feel of a smaller and friendlier, family-type organisation.  An 
emphasis on achieving work/life balance was also mentioned as important by 
employees and their managers.  Many of these values were identified by employees 
as central reasons for why they had engagement with the organisation, although a 
sense of engagement may have been shaken by recent layoffs.  While many 
interviewees enjoyed their jobs, appreciated their manager and valued the work 
environment, their nervousness with regard to future job security had influenced their 
feelings of engagement.  Several people proposed that these feelings of insecurity 
could have been reduced through more transparent communication from senior 
management: 
Over the last two years - what has happened is that as the business has gone 
down and down and down - the level of engagement and communication 
from people like [names removed] and our strong leaders - who needed to 
give us a call to action and lead us - like - the times are bad - but we are 
going to get through that.  They just went to ground (A9). 
While several staff commented on the lack of processes and or transparency 
with regard to performance, pay and promotion, it was not perceived to be an area of 
concern generally, or to negatively influence either creative behaviours or employee 
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engagement. Indeed some staff appeared quite ambivalent about it:“That is weird 
about Alpha.  It is the only job where I haven't had a performance review.   I find it 
so strange and I always forget to bring it up actually”(A2).  
6.5.2 External influences 
As mentioned previously, an overriding concern with job security was a factor 
impacting on employee engagement.  While questions about the external 
environment had not been included in the design of the interview protocol, concerns 
about future job losses emerged frequently in interviews when employee engagement 
was discussed.  These organisational and external influences together with physical 
environment factors are summarised in Table 6.3, with their impact on creative 
behaviours and employee engagement marked with a tick or cross. 
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Table 6.3 Summary of organisational and external factors influencing creative behaviours and 
employee engagement 
Characteristic Creative 
behaviours 
Employee 
engagement 
Classification Comments 
Organisational 
culture – informal, 
friendly, family 
style, innovation, 
work/life balance 
√ √ Organisation Identified as influencing 
attachment and 
engagement – and 
possibly creative 
behaviours 
Organisational 
structure – flat, non- 
hierarchical 
√ √ Organisation Promotes autonomy, 
inventiveness and 
proactivity – which is 
valued by enployees 
Organisational/HR 
processes – ‘light’ 
√ √ Organisation Supports autonomy and 
quick evolution of new 
initiatives, impacting on 
engagement and creative 
behaviours 
Organisational 
processes –
communication 
√ √/X Organisation Perceived to be needed 
and lacking during period 
of uncertainty. 
Communication of 
valuing of innovation 
influences creative 
behaviours 
Physical 
environment – open 
plan 
√ √ Organisation Open plan offices 
promote collaboration 
and team cohesion 
Downturn – future 
uncertainty 
? X External Influencing people’s 
feelings of attachment to 
the organisation and level 
of engagement.  
Unknown re creative 
behaviours. 
 
6.6    CONCLUSIONS 
Many characteristics within the work environment appear to promote both 
creative behaviours and employee engagement.  Many of the characteristics that 
contribute to creative behaviours overlap with, but are not identical to, those that 
support higher levels of employee engagement.  These job specific characteristics 
include: challenges within the job; task variety; capacity to act autonomously; being 
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able to accomplish meaningful outcomes; having opportunity for learning; and being 
fully occupied.  An appropriate amount of time pressure was also important for 
achieving both employee engagement and for stimulating creative behaviours.  
Managerial behaviours which supported both outcomes included: giving staff 
freedom to act; offering support and asking staff what they needed to succeed; 
providing recognition; laughing with the team; demonstrating an openness to new 
ideas; and providing a safe environment where people could express contrary views.    
In terms of team or group norms, key behaviours included collaborating with 
and helping others, and engaging in informal conversations and joking.  These 
behaviours facilitated feelings of trust and psychological safety, where team 
members felt comfortable in admitting mistakes and in presenting contrary views.  
Team behaviours that could contribute to creativity, but which negatively influenced 
employee engagement, included conflictual behaviours such as challenging and 
blaming others.  
Having examined data in relation to the third research question, consideration 
is now given to the conclusions that can be drawn from the study overall with 
consideration for previous research.  
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Chapter 7:  Findings –Existing Literature and new Insights 
7.1    INTRODUCTION  
This chapter undertakes a discussion of the findings presented in the previous 
three chapters in relation to the literature.  Chapter Two summarised the existing 
literature regarding work environments, creative behaviours and employee 
engagement and identified research gaps in that literature.  From these gaps, three 
research questions emerged which guided the design of this research: 
RQ1:  How do the characteristics of a work environment influence creative 
behaviours? 
RQ2:  How do the characteristics of a work environment influence employee 
engagement? 
RQ3: What is the nature of relationships between characteristics of work 
environments which foster creative behaviours and work environments that 
foster employee engagement? 
 
This chapter is organised into seven sections.  After this introduction, an 
overview of key findings is provided in section 7.2.  In section 7.3 the findings for 
RQ1 in relation to the literature are presented.  Section 7.4 presents the findings for 
RQ2 in regard to the literature and section 7.5 similarly presents the findings for 
RQ3.  In section 7.6 the theoretical contributions from the study are summarised 
while section 7.7 closes the chapter by making concluding remarks.   
7.2    OVERVIEW OF KEY FINDINGS RELATIVE TO LITERATURE  
This study used an inductive theory-building research approach to examine the 
characteristics of different work environments and how they influenced creative 
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behaviours and employee engagement. An overview of key findings listed by 
research question is provided in Table 7.1 below. 
Table 7.1 Overview of key findings emerging from the research  
Ref Description of key findings by research question 
 RQ1:  How do characteristics of a work environment influence creative behaviours? 
1 Creative behaviours in context need a catalyst, e.g., a problem to solve or an opportunity being 
presented.  Additionally, the catalyst can come from observing and taking cues from other 
people’s behaviours and feeling inspired to model those behaviours. 
2 Conflictual behaviours and constructive controversy plays a role in stimulating creative 
behaviours (CB) but not employee engagement (EE). 
3 Having a dedicated position in a project team focussed on innovation prompts CB and the 
identification of patent opportunities, but does not support EE. 
4 Use of meetings such as the design review meeting (DRM) for managing discussion, debate 
and agreement on decisions within a staged project focuses attention and drives CB. 
5 Identification of three stages to the idea development process including idea stimulation, idea 
shaping and idea capturing processes. 
 RQ2:  How do characteristics of a work environment influence employee engagement? 
1 Definition of EE having three components, i.e., emotional, rational and behavioural elements 
has been supported – and that people may experience only one or two of these components. 
Multi-level nature of the concept highlighted or reinforced. 
2 Engagement with an organisation can exist at four levels, i.e., the job, manager, team, and 
organisation.  As a result a person may have a complex set of engagement relationships. 
 RQ3:  What is the nature of the relationship between work environments which foster 
creative behaviours and work environments that foster employee engagement? 
1 Jobs with challenge/problem solving, autonomy, achieving things, learning, variety, being 
busy/fully invested in role, with right time pressures generally support both CB and EE  
2 Team social environment norms including trust, collaboration, learning and positive 
professional relationships facilitate CB and EE  
3 Manager behaviours such as providing autonomy, being open to new ideas, offering support 
and providing recognition facilitate CB and EE 
4 Confirmation of (positive and negative) influence of characteristics operating together within 
job design, team social environment and manager behaviours on both CB and EE.  These 
characteristics have a complex and cumulative relationship with each other. 
5 Team processes such as formal meeting processes that ensure contributions by all and 
facilitate learning can promote both CB and EE  
6 Formal goal setting as an influencing characteristic on CB and EE was not supported 
7 Underlined need for caution in viewing the influence of any single characteristic in isolation to 
the collective characteristics identified at a job, team and organisational level on CB and EE 
 
This appears to be the first study to investigate characteristics within work 
environments with a view to analysing their impact on both creative behaviours and 
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employee engagement.  Additionally, the study was undertaken across a mixture of 
job roles, and not those traditionally identified as being ‘creative’ or having a 
specific requirement for creative behaviours.  In summary, the study confirms the 
following literature findings with regard to the: importance of characteristics within 
the job itself having challenge, autonomy, variety, learning and achievement 
potential; team climate embracing norms of collaboration, trust and safety in making 
mistakes; and manager behaviours such as offering support, giving freedom to decide 
who to deliver and providing recognition, on both creative behaviours and employee 
engagement (for a full list of references refer to Tables 7.2, 7.3 and 7.4.). 
However not all characteristics related to the job itself, team climate and 
manager behaviours contribute to both outcomes, and some characteristics are 
conditional.  There is also a need to understand relationships between the antecedent 
to behaviour, characteristics in the work environment and the person themselves.  
This finding extends the work of Amabile et al. (1996) in their KEYS model of the 
work environment.  This research highlighted the pressures working for and against 
creative behaviours in the work environment and the importance of understanding 
the complex relationship between the person and the situation.  The present study 
identified additional characteristics supporting creative behaviours in the work 
environment beyond job challenge, supervisory support, autonomy and work 
pressures/being busy.  These additional characteristics included the importance of 
recognition, achieving outcomes and learning.   
The findings also related to the pioneering work of Hackman and Oldham 
(1976) into the characteristics of jobs that influence employees’ motivation and 
satisfaction with their work.  While their work was undertaken before the emergence 
of the concept of employee engagement, this research supported their findings in 
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relation to core job dimensions, critical psychological states and importance of 
learning expressed as employee growth need strength.  Further this research 
identified additional characteristics that are important such as being busy and fully 
involved in your work.  The study has also provided empirical support for the 
findings and conceptual model developed by Shuck et al. (2011b) highlighting the 
importance of relationships on employee engagement and of the interaction between 
the person and the environment. 
The literature indicates that there is no single factor that drives creative 
behaviours (Hennessey & Amabile, 2010; Mumford, 2000; Woodman et al., 1993) or 
employee engagement (Rich, Lepine, & Crawford, 2010; Shuck & Wollard, 2010).  
This finding has been supported by the present study, which encourages caution in 
viewing the influence of any single characteristic in isolation to the collective 
characteristics identified at job, team, manager and organisational level.   
Additionally, this study provided a different perspective by examining these 
characteristics during a time of stress as a result of a downturn in the mining 
industry.  The role of conflictual behaviours in stimulating creative behaviours was 
identified as a characteristic in one team.  The indirect influence of organisational 
values related to promoting innovation and work/life balance on attitudes and 
behaviours was also supported.   
Other findings challenge and advance the existing body of knowledge on 
creative behaviours.  Two of these findings related to the absence of a characteristic 
mentioned in the literature, as opposed to its presence, that is, the lack of formal goal 
setting and interactions with other teams.  Formal goal setting with regard to creative 
outputs was not found to be a requirement for encouraging creative behaviours as 
found in studies by Hennessey and Amabile (2010) and Shalley (1995; 2008).  
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Perhaps surprisingly for a medium-sized organisation, no formal goal setting 
processes were in place.  Being a privately-owned project based organisation, 
broader objectives were defined by the client and/or project brief.  All teams 
reviewed had a strong sense of self-management, with the engineering teams 
working within well-established project management processes.   
To a large extent the organisation relied on informal, expectation-setting 
processes, which also reflected their values around flat structures and high levels of 
autonomy.  Consistent with these values, was encouragement for emerging projects 
combined with a culture of ‘forgiveness’ for project failures for those who showed 
initiative.  Further, it appeared that many team members shared mental models as 
identified by Mathieu, Maynard, Rapp, and Gilson (2008).  These cultural attributes 
were valued by many employees and contributed in an indirect way to both creative 
behaviours and employee engagement. 
Another thought-provoking finding related to interactions with other teams.  
Most team members had limited interactions with people outside their team or the 
organisation.  Interactions with other teams have been noted in the literature as an 
important stimulus for the creation and introduction of new ideas, with knowledge 
from other people becoming an input to new knowledge and ideas (Ancona & 
Caldwell, 1992; Dougherty & Hardy, 1996).  The impact of the absence of this 
characteristic at this case study site is not possible to assess, however creative 
behaviours were in evidence in all five teams without these interactions.  The extent 
to which these behaviours may have been more prominent with higher levels of 
external interactions can only be speculated on. 
In summary, work environments that foster creative behaviours have similar 
characteristics to those that promote employee engagement.  This overall finding was 
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not surprising given what was already known about work environments from the 
existing literature concerned with creative behaviours and that related to employee 
engagement.  However, there is a complex set of relationships existing, with the 
study highlighting the importance of considering the relationship between the person 
and the work environment, and not just characteristics within the work environment. 
As a consequence, taking the analysis of findings one step further,  there is not a 
direct relationship between an employee being engaged and subsequently motivated 
to undertake creative behaviours. Similarly, an employee engaging in creative 
behaviours may not necessarily be engaged.  These findings advance the existing 
literature. A more detailed explanation of findings relative to the literature follows. 
7.3    HOW DO THE CHARACTERISTICS OF A WORK ENVIRONMENT 
INFLUENCE CREATIVE BEHAVIOURS?  
The study explored how the characteristics of a work environment influenced 
creative behaviours. Creative behaviours were initially defined as an intentional 
approach and curiosity towards problem solving and an openness to new ideas (Ford, 
1996).  Examples of creative behaviours include searching out new technologies, 
suggesting new ways to achieve objectives and applying new methods (Yuan & 
Woodman, 2010).  These behaviours result from the complex interaction between 
person and situation (Amabile et al., 1996; Woodman et al., 1993).  Indeed whether 
or not an employee undertakes creative behaviours is a matter of choice as first 
identified by Ford (1996).  Through the study, a deeper understanding of the creative 
idea generation process was obtained, together with the identification of specific 
behaviours and attitudes.  For example, an illustration of the idea management 
process in Team Five, together with some of the creative behaviours and attitudes 
identified is provided in Figure 7.1. 
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Figure 7.1 Process for generating creative ideas and behaviours in Team Five 
 
This model extends the work of Hargadon and Bechky (2006)  by providing 
deeper insight into the idea development process and behaviours typically displayed 
at each stage.   
Overall, the findings from RQ1 supported existing research on which 
characteristics within the team work environment mostly contributed to creative 
behaviours, including:   
1. Nature of work itself, that is, having a challenging problem or task 
inherent within the work (Amabile & Gryskiewicz, 1987; Hackman & 
Oldham, 1976; Shalley & Gilson, 2004);  
2. High level of freedom to execute the job (Amabile et al., 1996; Amabile & 
Gryskiewicz, 1989; Ekvall & Ryhammar, 1999; Isaksen et al., 2001; 
Mumford & Gustafson, 1988);  
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3. Managers expectations and behaviours with regard to creativity including 
modelling an openness to new ideas (Abbey & Dickson, 1983; Dewett, 
2004; Isaksen & Akkermans, 2011; Mumford, 2000; Scott & Bruce, 1994; 
Tierney et al., 1999); and  
4. Having sufficient resources and time for creativity.  There is an interesting 
dichotomy with regard to time pressure: too little or too much time to 
undertake a task appears to work against creative behaviours.  There is 
clearly a sweet spot where people have a deadline to push their efforts to 
get something done, with enough time to explore doing it in a different and 
potentially better way (Amabile et al., 1996; Amabile & Gryskiewicz, 
1987; Amabile, Hadley, & Kramer, 2002; Hennessey & Amabile, 2010; 
Shalley & Gilson, 2004).    
A number of other secondary contributors were also present in some, but not 
all teams.  These influences included: a local work climate of collaboration and 
learning, a finding consistent with other studies (Abbey & Dickson, 1983; King & 
Anderson, 1990; Perry-Smith, 2006; Taylor & Greve, 2006; Thompson & Choi, 
2005); and the team’s social environment with regard to openness, trust and risk 
taking (Abbey & Dickson, 1983; De Dreu & West, 2001; Dewett, 2004; Edmondson 
& Mogelof, 2006; Hennessey & Amabile, 2010; Shalley & Gilson, 2004).  
Opportunities to learn on the job were consistently valued across teams. A great deal 
of learning came from attempting to solve complex problems.  Other learning came 
from introducing new processes or systems.  When people felt safe they asked more 
questions and supported other team members.  For most teams a sense of 
psychological safety was an important precondition for  proposing contrary views 
(Amabile et al., 1996; Amabile & Gryskiewicz, 1989; Isaksen & Akkermans, 2011; 
Isaksen et al., 2001; Mumford & Gustafson, 1988).   
In this organisation a high-level expectation setting process was used rather 
than a formal performance management system. This finding extends existing 
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research, which suggests that formal goal setting facilitates creative outputs 
(Hennessey & Amabile, 2010; Shalley, 2008), with project scope and client 
expectations as key drivers.  Additionally requirements to meet schedule, budget, 
safety and technical quality standards, and agreements with sponsors and key 
stakeholders, also frame targets.  
Interviewees valued autonomy, with more experienced team members having 
higher autonomy than those with less experience. The climate of encouraging 
freedom of action, together with values of ‘forgiving’ those who initiated actions 
without approval, contributed to high levels of proactivity and experimentation 
(Amabile et al., 1996; Amabile & Gryskiewicz, 1989; Dulaimi, Ling, Ofori, & Silva, 
2002; Ekvall & Ryhammar, 1999; Isaksen et al., 2001; Mumford & Gustafson, 
1988).  However, two of the engineering teams expressed cautiousness towards 
experimentation with new approaches, in order to minimise risk.  In these situations 
there was a preference for applying tried and tested methods to solve problems.  This 
cautiousness may limit creative behaviours. Existing research within engineering 
firms confirms this preference for mitigating risk (Hartmann, 2006), although 
Dulaimi et al. (2002), highlighted the importance of giving staff ‘slack time’ at work 
and creating a ‘no-blame culture’ in  order to encourage staff to experiment with new 
ideas.  
Amabile and Gryskiewicz, (1989) found that having freedom of action, 
together with job challenge, were the two strongest predictors of creative behaviours.  
Building on this work, Amabile et al. (1996) highlighted the importance of 
employees’ perceptions of encouragement from colleagues and their manager to 
experiment and take risks.  This encouragement was a clear stimulant to creative 
behaviours.   
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While the findings revealed that team trust and room to fail encouraged 
creativity, it was also clear personal conflicts and animosity could undermine it. 
Research has explored the impact of conflict with  Isaksen et al. (2001) and Shalley 
and Gilson (2004), highlighting the stimulating role that conflictual behaviours in a 
work environment can have on creative behaviours.  However the present study’s 
findings were a little ambiguous with conflictual behaviours both encouraging and 
discouraging creative behaviours. 
7.3.1 Manager’s behaviour and team social environment/climate 
A manager’s behaviour and style of communication directly influenced 
attitudes and behaviours of team members towards engaging in creative behaviours.  
These findings were supported by Tierney and Farmer (2002).  Social environments 
that encouraged a high level of informal interaction, joking and where there was an 
underlying climate of helpfulness, fostered openness to sharing new ideas.  These 
findings were again supported by previous research such as that undertaken by De 
Dreu and West (2001) who highlighted the importance of not being ridiculed and of 
feeling safe within the team as an antecedent of creative behaviours.  Abbey and 
Dickson (1983) found that a team climate was a key contributor in research and 
development teams to creative behaviours.  This team climate resulted from a 
mixture of factors such as a belief that creative ideas were welcome and that 
management were supportive of employee innovation.  
7.3.2 Conflict, psychological safety and creative behaviours 
While feelings of psychological safety supported creative behaviours, 
conflictual behaviours also had a strong and positive influence on creative 
behaviours.  This finding confirms previous research by Isaksen, Lauer, Ekvall and 
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Britz (2001) who found that higher levels of debate together with lower levels of 
conflict are more conducive to organisational creativity.  However, determining the 
right amount and type of conflict emerged as important.  For example, disagreement 
and defense of a position supported a more thorough evaluation of a proposal’s 
merits and weaknesses.  These are clearly creative behaviours.  Similarly, roles 
dedicated to identifying patent opportunities also served to challenge team members’ 
views in confrontational ways. The objective was to ensure the best solution was 
identified.   
This same team had members described as possessing ‘strong personalities’. 
As a result, a very forceful approach was often required when presenting ideas.  
Another outcome of this environment was that team members would work harder, 
often undertaking additional experimentation to disprove the proposals of other team 
members.  In this circumstance, conflict was seen as having a strong influence on 
creative behaviours, and not contributing to team cohesion. 
Another finding of interest relates to the presence of ‘playfulness’ among 
colleagues as an antecedent of creative behaviours.  Some teams had high levels of 
informal conversations, joking and playfulness.  These behaviours have been 
identified as also contributing to creative behaviours (Isaksen et al. (2001) Schrage 
(2013).  Playfulness, informal conversations and joking support better team 
relationships and collaboration, which is also an antecedent to creative behaviours. 
7.3.3 Interdependencies, collaboration and team meeting processes 
Some roles could be undertaken with a high level of independence from other 
team members while others required a higher level of collaboration and coordination.  
Many solutions emerged from collaboration when people were jointly investigating 
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problems as was found in a study in the comic book industry by Taylor and Greve 
(2006).  This finding highlighting the importance of social context was also 
supported by Hargadon and Bechky (2006) who undertook research within 
professional service firms.  They developed a model to map different types of 
creative behaviours such as help seeking, help giving, reflective reframing and 
reinforcing, which were in evidence in several teams within the present study.  
Research by Perry-Smith (2006) similarly highlighted the impact of strong ties and 
social relationships within groups on creativity.  It was interesting that in their study, 
weaker ties sometimes produced higher levels of autonomous thinking than those 
with stronger ties, as was the case in Team Five.    
Collaboration in all teams included informal discussions in the workplace and 
from formal meetings.  For example, Team Five’s DRM had a specific focus on 
‘drilling down’ on problems, exploring multiple perspectives and agreeing on 
approaches.  Use of structured meetings, with key stakeholders present, was a 
valuable driver of the creative process.  Thus while new ideas could come from an 
employee working on their own, new ideas more frequently emerged from group 
discussions focussed on solving a problem or addressing a challenge, providing 
empirical evidence for assertions by Mumford et al (2002) and Woodman et al 
(1993) within conceptual papers. 
7.3.4 Physical environment 
A team’s physical environment could facilitate informal exchanges and 
knowledge sharing which also supported creative behaviours as identified by Dul 
and Ceylan (2011).  They found that the right ergonomic design can foster 
innovation at any level by being cognitively stimulating and supportive of  ‘bottom-
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up’ types of innovation.  However an open plan office could also disturb an 
employee’s concentration, impacting creative behaviours.  This finding highlights 
the need for workplaces that can both facilitate collaboration and provide a way for 
people to concentrate uninterrupted by noise and others wishing to talk to them. 
7.4    HOW DO CHARACTERISTICS OF A WORK ENVIRONMENT 
INFLUENCE EMPLOYEE ENGAGEMENT? 
Overall, the outcomes from the study supported many of the findings in the 
existing literature with regard to those characteristics within the work environment 
that impacted on employee engagement. In summary, across the five teams reviewed, 
key characteristics included:  
1. Nature of work itself job, that is, having a challenging problem or task at 
hand with a variety of activities (Christian et al., 2011; Hackman & 
Oldham, 1976; Macey & Schneider, 2008; Seligman, 2012);  
2. High level of autonomy in undertaking the work (Amabile, 1985; Gagné & 
Bhave, 2011; Hackman & Oldham, 1976; Ludwig & Frazier, 2012; Macey 
& Schneider, 2008; Pink, 2011);  
3. Achieving outcomes (Hackman & Oldham, 1976; Seligman, 2012; Shuck 
et al., 2011a);  
4. Being fully occupied (Brown & Leigh, 1996; Csikszentmihalyi, 1990);  
5. Rich learning environments where skills can be mastered (Pink 2011, 
Shuck et al 2011b, Sonnentag 2003);  
6. Working collegially with other team members and experiencing support 
from colleagues (May et al., 2004; Shuck et al., 2011b) with a higher 
frequency of laughter and informal chatter building stronger ties within the 
team (Shuck et al 2001b); and  
7. Managers’ behaviours particularly in terms of guidance and recognition 
(Corporate Executive Board, 2004; Gough, 1979; Harter et al., 2002; 
Judge et al., 2001; Macey & Schneider, 2008; Shuck et al., 2011b).   
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These findings are outlined in greater detail below, together with findings that 
are evident in some teams, but not others. 
7.4.1 Jobs with interesting challenges 
Jobs with interesting technical problems to solve, (as opposed to relationship 
challenges), had a strong impact on a person’s engagement with their work.  This 
was not a new finding; the importance of challenging work on the cognitive or 
rational aspect of employee engagement was previously identified by May et al. 
(2004). Further, Petrou et al. (2012) found that seeking challenges was positively 
associated with engagement.  Employees at Alpha valued the opportunity to apply 
their thinking and skills to a challenge and to advance their knowledge.  They 
enjoyed putting in the time necessary to solve problems, which is a behavioural 
manifestation of engagement.   
Employees consistently cited love of learning and undertaking challenging 
work in a stimulating environment as important. However at times when the 
employee was distracted by external factors they were more likely to be satisfied 
with doing work with which they were familiar.  This finding highlighted the 
importance of context related to the person and their situation as mentioned in 
section 6.3.5 and as alluded to by Shuck et al. (2011b) when they highlighted the 
importance of the person and the environment in their conceptual model.  
7.4.2 Relationships within the team 
Relationship challenges impacted on employees’ sense of psychological safety, 
engagement with their work and team cohesion.  In turn, these tensions negatively 
impacted on the level of collaboration within the team.  While poor relationships 
negatively influenced engagement, good relationships were a foil against a job that 
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did not have challenging components.  Some team members revealed they were 
prepared to stay in a role they did not find stimulating if they were working with 
friendly colleagues.  That is, good relationships within teams have multiple benefits 
(and influences) beyond employee engagement itself, such as intention to stay.  For 
other employees, as long as the work was intellectually stimulating the lack of close 
relationships was not so important.  These two scenarios reflect how there are 
different components of a job and work environment that influence engagement 
depending upon the employees preferences and circumstances.   Previous empirical 
research by Shuck et al. (2011b) and May et al. (2004) highlighted the influence of 
relationship development, attachment to co-workers and local climate on feelings of 
engagement. 
7.4.3 Autonomy and experience 
Autonomy was perceived to be as important to a person’s engagement as 
challenging work.  Having the freedom to determine how to achieve a particular 
objective allowed the employee to apply their skills (including creativity) in the most 
effective way.  Employees valued freedom and control, and in equal measure, 
disliked being micro-managed.  Exceptions to this finding were more junior staff 
who recognised and accepted that they needed more frequent direction and feedback.  
However as skills were acquired and competence demonstrated, greater autonomy in 
undertaking work was expected.  The importance of autonomy to engagement has 
been highlighted by many researchers including Bakker, Rodríguez-Muñoz, and 
Vergel (2015), Christian et al. (2011), Gagné and Bhave (2011), Macey and 
Schneider (2008) and Petrou et al. (2012). 
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7.4.4 Achieving outcomes 
Completing or successfully achieving an objective also emerged as strongly 
influencing engagement.  These achievements could be milestones within an 
organisational process, completion of a campaign, or delivery of a major plant where 
the keys were ‘metaphorically’ handed over to the owner.  These points in time 
provided moments to recognise completion of a unit of work that may have been the 
culmination of focussed, time-consuming, interdisciplinary and or diverse activities.  
Milestone moments can also provide opportunities to recognise difficulties 
overcome, skills acquired and projects delivered, which give employees feelings of 
success and value.  Again this finding is consistent with research by Hackman and 
Oldham (1976) into the motivational components of job design.  Their work not only 
emphasised the importance of autonomy and responsibility for activities, but also for 
seeing tasks achieved.  More recently the importance of achieving outcomes on 
employee engagement has been highlighted by Seligman (2012) and Shuck et al. 
(2011b). 
7.4.5 Being ‘busy’ or fully involved 
Being fully occupied and involved in one’s work was frequently described as a 
condition identified as contributing to engagement.  This sense of being deeply 
involved in the work as key to engagement was first identified by Kahn (1990) and 
later supported by Brown and Leigh (1996).  Csikszentmihalyi (1997) described this 
sense of deep involvement as being akin to ‘lost in flow’.  On its own, being deeply 
involved or busy at work is sometimes not enough to stimulate engagement and that 
often the nature of the work needs to be either meaningful or provide a level of 
challenge. Additionally good relationships, as described above, and a positive 
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psychological environment could also facilitate being fully involved in work as was 
identified by Shuck et al. (2011b). 
7.4.6 Learning opportunities, processes and physical environment 
Opportunities to learn new skills or enhance existing ones were characteristics 
identified as strongly influencing engagement in a job which supported findings by 
Pink (2011); Shuck et al. (2011b) and Sonnentag (2003).  Shuck et al. (2011b), 
highlighted the importance of not examining a characteristic, such as learning 
potential, in isolation but instead considering the interaction between the person and 
the environment.  While not examining employee engagement directly, but instead 
with a focus on investigating what motivates employees, Pink (2011) asserted that 
learning and mastery of skills were key to flourishing at work.   
Learning could come from working alone to solve a problem, but often 
emerged from discussions and collaborations with other team members.  Within the 
work environment, both informal and formal collaboration processes support 
learning.  Team meetings typically provided a forum for sharing work status updates 
and challenges faced, which could then be a catalyst for collaborative problem 
solving.  Other meetings were more informal in nature and also encouraged informal 
knowledge sharing, joint problem solving and learning.   
Design of the physical environment also had a role to play in facilitating more 
frequent informal interactions, with teams physically located together supporting 
knowledge sharing, learning and greater team cohesion. Little research exists related 
to physical work environments and employee engagement.  Comments made about 
the impact of noise disturbing concentration in an open plan office are similar to the 
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conclusions of Herzberg (1966) who reflected that the physical environment should 
be designed so it not cause the employee dissatisfaction.  
7.4.7 Team social environment 
The development of team cohesion through informal interactions supported by 
Shuck et al. (2011b).  They highlighted how good relationship development, 
attachment to co-workers and workplace climate all contributed to how an engaged 
employee interpreted their work.  A positive work environment was clearly an 
antecedent to employee engagement.  At Alpha, teams with higher levels of cohesion 
were observed as having more frequent informal conversations, laughter and joking.  
This presence of fun and playfulness was also identified by Kahn (1990).  More 
frequent collaborations between team members typically built a stronger sense of 
collegiality.  This collegiality was often in evidence when those interviewed 
discussed the value of working with ‘nice people’.  Collegiality influenced not only 
engagement with the job, but with the team as well.  As mentioned previously, a 
stronger connection between team members could compensate for a job lacking in 
other elements typically supporting engagement, such as job challenge. 
7.4.8 Manager’s behaviours 
Behaviour of the manager influenced employee engagement at Alpha.  This 
finding was supported by existing research from Christian et al. (2011), Corporate 
Executive Board (2004), De Jong and Den Hartog (2007), Harter et al. (2002), Judge 
et al. (2001), Macey and Schneider (2008); Shuck et al. (2011b) and Shuck and Herd 
(2012).  Managerial behaviours that could contribute to, or could work against, 
engagement in the five teams included giving staff freedom to determine how they 
would achieve their work milestones.  Many employees in the study were 
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experienced and operated with a high level of independence.  As mentioned 
previously, autonomy was valued highly, while micro-management resulted in 
disaffection and disengagement.  Actively showing interest in an employee’s work 
and challenges, and offering support and guidance as required, also positively 
impacted both on engagement to the job and attachment to the manager.  Other 
managerial behaviours identified included active listening and being open to new 
ideas. Providing recognition also positively influenced engagement, and was valued 
by employees of all experience levels, and not just those less experienced who 
typically received higher levels of direction and support.   
Recognition could come from a private conversation between employee and 
manager or a more public thank you.  Certain professional milestones received 
formal recognition in some team meetings including attainment of chartered 
engineering status.  Findings related to the importance of recognition were aligned 
with the literature on creative behaviours (Amabile & Gryskiewicz, 1989; Dul & 
Ceylan, 2011) and employee engagement (Saks, 2006). 
Informal conversations between the manager and their team members also 
supported engagement and was another finding supporting the literature (Shuck et 
al., 2011b).  Deeper knowledge of an employee’s life circumstances enabled the 
manager to make better decisions impacting on work-life balance, which was 
appreciated by many of those interviewed.   
7.4.9 Status and identity 
Perceived status and identity are also characteristics of the work environment 
that impact on employee engagement. Most employees in Alpha were engineers, 
reflecting the nature of the work undertaken.  Interviewees were in either engineering 
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related roles, which were billable, or in support roles. These support roles, such as 
human resources or information technology, were somewhat pejoratively referred to 
as ‘indirects’, that is, their costs were not directly related to billable services 
delivered.  This language was value laden.  Additionally, engineers typically filled 
the management roles of these internal support functions, as opposed to senior 
professional staff from the respective discipline.  These appointments were 
interpreted by staff as a non-valuing of their professional skills.  Feelings of being in 
a lesser-valued role in the organisation did impact on emotional engagement in the 
job, but to a lesser extent than other characteristics.  Research on social identity 
within an organisation provides a framework for understanding perceptions about 
comparative levels of social identification, status and value (Ashforth & Mael, 1989).   
7.4.10 Disengagement Drivers 
Influences reported as driving disengagement included conflictual behaviours 
from other team members; being bullied (Robinson et al., 2004); being micro-
managed; a fear of layoffs; and the sense of not feeling safe in terms of excessive 
criticism from others in the team (Brown & Leigh, 1996; May et al., 2004).  One 
unhappy team member can negatively influence the mood of other colleagues.  An 
environment with poor relations between team members or unhappy staff, combined 
with an uncertain business setting, contributes to disengagement.    
Studying employee engagement during a downturn in the industry and 
following recent layoffs provided a valuable context to the study, relating to an 
employee’s attachment and commitment to the organisation as well as their daily 
engagement at work. While many interviewees reported that they were working in 
the same way following layoffs and that they valued their work, their positive 
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feelings of engagement to the job and more directly to the organisation were 
diminished.  In some teams, loyalty to the team manager and engagement with the 
team itself suggested that a person can engage in cognitive and behavioural ways, but 
not necessarily emotionally.  This finding also demonstrates the multi-level nature of 
engagement, with people having different rational and emotional connections to their 
job, manager, team and organisation. This finding highlights a need for organisations 
to consider actions at the job, manager, team and organisational level when 
developing plans to facilitate employee engagement.  During a downturn, these plans 
could include actions to reduce the emotional impact on those staff remaining 
following redundancies. Several interviewees proposed that increasing 
communication about organisational plans during periods of uncertainty would help 
to reduce this unease.   
7.5    RELATIONSHIPS BETWEEN WORK ENVIRONMENTS THAT 
SUPPORT CREATIVE BEHAVIOURS AND FOSTER EMPLOYEE 
ENGAGEMENT  
Overall, outcomes from the study supported a relationship between work 
environments that encouraged creative behaviours and employee engagement (Harter 
et al., 2002; Isaksen & Ekvall, 2010).  However, these propositions appear to have 
been made without supporting empirical research such as a detailed examination of 
how outcomes were related; the common antecedents; the influence of different 
characteristics; and which characteristics within a work environment impacted on 
one but not the other outcome.  A more detailed investigation and mapping of these 
relationships was identified as addressing an important gap in the extant literature.   
The work environment was defined as the social, process and physical aspects 
encompassed within an identified team within an organisation, which was influenced 
by a model developed by Amabile et al. (1996) and Dul and Ceylan (2011).  
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Characteristics within the work environment were grouped into four categories 
including those related to the job itself, the manager’s behaviours, the team social 
environment (comprising group norms and processes) and the physical environment.  
Many characteristics within the job, the team environment and the manager’s 
behaviours influenced both creative behaviours and employee engagement. These 
common characteristics are illustrated in Figure 7.2 below. 
 
Figure 7.2 Overview of categories impacting on both creative behaviours and employee engagement  
 
While common characteristics across teams were of key interest, so were those 
characteristics that were not present in every team but appeared to have a strong 
influence.  For example, in one team relationship-related conflict was a significant 
characteristic for creative behaviours but not engagement.  Those characteristics 
which were expected, but which did not emerge as important were formal 
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expectation setting (for both outcomes), and interactions outside of the group (for 
creative behaviours).    
Many similarities of influences and inhibitors of creative behaviours were 
found across all teams. However, teams requiring the application of engineering and 
analytical skills, i.e. those employees in Teams 3, 4 and 5, where team members 
needed to find solutions to new challenging problems was particularly important to 
both creative behaviours and employee engagement.  Addressing these challenges, 
team members had the opportunity to solve the problem, to obtain a sense of 
personal and professional achievement, to learn and to extend their professional 
skills. 
Organisational factors that also influenced creative behaviours and employee 
engagement included organisational structure, organisational processes and values. 
While organisational and external factors are not directly present within a work 
environment per se, they do have an indirect influence on both creative behaviours 
and employee engagement as a result of the way they influence employees’ attitudes 
and behaviour.  For example, knowing that the organisation values innovation and 
trusts employees, as evidenced by few procedural rules and a culture of forgiveness, 
encourages employees to engage in creative behaviours and gives them a sense of 
empowerment, and this has a direct relationship to engagement. 
Many characteristics within the work environment promote both creative 
behaviours and employee engagement. Additionally, many characteristics that 
contribute to creative behaviours overlap with, but are not identical to, those that 
support higher levels of employee engagement.  Job specific characteristics include: 
challenges within the job; capacity to act autonomously; being able to accomplish 
outcomes; task variety; opportunities for learning; and the right amount of time 
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pressure and being fully occupied.  Managerial behaviours which supported both 
outcomes included: giving staff freedom to act; offering support and asking staff 
what they needed to succeed; providing recognition; laughing with the team; 
demonstrating an openness to new ideas; and providing a safe environment where 
people could express contrary views.    
In terms of team or group norms, key behaviours included collaborating with 
and helping others and engaging in informal conversations and joking.  These 
behaviours facilitated feelings of trust and psychological safety, where team 
members felt comfortable in admitting mistakes and in presenting contrary views.  
Team behaviours that could contribute to creative behaviours, but which negatively 
impacted on employee engagement included conflictual behaviours such as 
challenging and blaming others.  The use of ‘could’ was intentional here as 
conflictual behaviours could result in people not feeling psychologically safe and 
withdrawing from a conversation.  Given that many new ideas appeared to emerge 
from collaborative discussions, one person withdrawing from that process was not 
conducive to the idea generation process.  However it appeared that disagreement 
also drove some team members to experiment and more actively defend their own 
ideas, which also has a positive influence on the idea generation process. 
A representation of how conflict impacts on psychological safety in the team 
environment is provided in Figure 7.3.  Outcomes are typically twofold with the 
insertion of conflict into team dynamics: both creative solutions and a damaged sense 
of team trust may result. 
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Figure 7.3 Representation of impact of conflict on team environment and outcomes  
 
Two characteristics which the researcher expected to find but which did not 
emerge as influential in promoting either creative behaviours or employee 
engagement were formal goal or expectation setting and collaboration with parties 
external to the team.  However, a depressed external business environment and 
organisational design elements had an indirect influence on organisational wide 
behaviours, which in turn impacted on both creative behaviours and employee 
engagement.  A representation of these findings is provided Figure 7.4. 
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Figure 7.4 External environment, organisational values and manager behavioural influences on team 
environment  
 
Overall, this study supports the proposition that there is a relationship between 
work environments that support employee engagement and creative behaviours 
(Harter et al., 2002; Isaksen & Ekvall, 2010), while highlighting the many 
characteristics that overlap and work together to achieve these outcomes.  However, 
there is a complex set of relationships at play, with the study highlighting the 
importance of considering the relationship between the person and the work 
environment. 
Having examined the characteristics within a work environment that most 
strongly influence creative behaviours and employee engagement, the question arises 
as to how these two outcomes influence each other. The answer is not 
straightforward and a number of scenarios need to be considered.  For example, does 
being highly engaged prompt the employee to engage in creative behaviours? 
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Similarly, if an employee has a low level of engagement, does that mean that they 
are less likely to engage in creative behaviours, and if yes, under what conditions 
would someone with low engagement apply creative behaviours?  Three propositions 
are presented here to revealing the complex relationship between employee 
engagement and creative behaviours.  The answers have been prepared based on 
findings from the study. 
1. Employees who have high levels of engagement tend to participate in 
creative behaviours. 
If someone is highly engaged at work, then they have a higher likelihood of 
applying creative behaviours, particularly if they are intrinsically motivated.  
However, they may need to be presented with a stimulus such as a challenging 
problem or opportunity to do so.  Catalysts for creative behaviours include a certain 
amount of time pressure and working within a team where creative behaviours are 
valued or where they have processes for managing idea development.  A manager 
modelling creative behaviours will also send cues to employees that creative 
behaviours are welcomed and desirable.    
2.  Employees with low employee engagement don’t engage in creative 
behaviours. 
It follows that employees with low employee engagement can lack interest or 
motivation in undertaking creative behaviours. As revealed through the study, 
engagement was defined as having several components including emotional, rational 
and behavioural components.  Some employees interviewed through the study had 
high rational engagement with their work and at the same time lower levels of 
emotional engagement with their team.  Conflictual behaviours could prompt an 
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employee with low levels of job or team engagement to defend their ideas more 
strongly, perhaps following further analysis and evaluation, which are creative 
behaviours.  So, creative behaviours are not necessarily driven from positive feelings 
and rational thoughts of engagement towards the job or team. 
3.  Employees with low employee engagement will engage in creative 
behaviours under certain conditions. 
As identified in the previous response, there are conditions under which 
someone with low levels of engagement may undertake creative behaviours.  Of 
interest is the driver for these creative behaviours and how that relates to the 
employee’s circumstances or objectives.  For example, if an employee is afraid of 
losing their job they may be disengaged, and yet still work hard (thus appearing to be 
engaged), and adopt creative behaviours.   In the previous example the employee 
who had low levels of engagement may have been motivated by irritation or pride to 
analyse a proposal and to then more actively defend it. 
Drawing on these findings a new conceptual a new conceptual model has been 
developed to reflect the relationships between the characteristics in the work 
environment that influence creative behaviours and employee engagement.  This 
model is presented below as Figure 7.5.  As you can see, there are a number of 
characteristics that contribute to both creative behaviours and employee engagement 
within the broader categories of leadership (management behaviours), team climate, 
processes, job design and physical environment.  A number of characteristics directly 
impact only one outcome, such as the inclusion of a dedicated role for innovation 
management and conflictual behaviours, were not identified in the initial model 
presented as Figure 2.4.  (Please note that these characteristics were only found in 
only one team). Two characteristics from the initial model were not found to 
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influence either creative behaviours or employee engagement including a high level 
of contact with external persons and formal goal setting.  In addition, dotted lines 
have been used to map the conditional relationships between creative behaviours and 
employee engagement. 
 
Figure 7.5 Conceptual model for work environment characteristics, creative behaviours and employee 
engagement  
Further a multi-level model of employee engagement has been provided across 
job, team, management and organisational levels for the emotional, rational and 
behaviours aspects of employee engagement, reflecting comments made by those 
interviewed within the study.  This study has provided rich insight into the nature of 
characteristics in the work environment influencing creative behaviours and 
employee engagement, and of the relationship between these two outcomes.  The 
next section will summarise these findings and the contributions they have made 
relative to the literature. 
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7.6    SUMMARY OF FINDINGS  
This research demonstrates that a complex range of characteristics influence 
creative behaviours and employee engagement in a work environment.  A summary 
of these findings by research question with respect to the literature is provided in the 
following three tables. 
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Table 7.2 Summary of findings related to RQ1 
Ref Summary of existing literature 
findings 
Confirmation, 
advancement or 
challenge 
Literature 
1 Behaviour of the manager   
Formal goal setting as an antecedent 
of CB 
 
Challenged 
(formal goal 
setting not 
required as a 
catalyst of 
creative 
behaviours)  
Hennesey & Amabile, 2010; 
Shalley, 1995; 2008;  
2 Providing feedback, recognition and 
positive guidance 
 
Positive interactions with staff 
Aligned Abbey & Dickson, 1983; 
Amabile & Grysckiewicz, 
1989; Anderson & West, 
1998; Dewett, 2004; Dul & 
Ceylan, 2011; Kaufmann & 
Vosberg, 1997; Isaksen & 
Akkermans, 2011; Mumford, 
2000; Scott & Bruce, 1994; 
Shalley & Gilson, 2004; 
Tierney et al., 1999; Zhou & 
George, 2003 
3 Positive guidance and recognition 
 
 
Aligned 
 
 
 
Abbey & Dickson, 1983; 
Dewett, 2004; Hennessey & 
Amabile, 2010; Isaksen & 
Akkermans, 2011; De Jong & 
Den Hartog, 2007; Mumford, 
2000; Scott & Bruce, 1994; 
Tierney et al 1999 
Modelling of risk taking  Aligned Shalley & Gilson, 2004 
Including curiosity Aligned Tjosvold, 1982 
4 Team characteristics 
Possessing a positive social 
environment  
Aligned Amabile & Gryskiewciz, 
1989; Hennessey & Amabile, 
2010; Isaksen & Ekvall, 2010 
5 Including openness, trust and risk 
taking generally 
Aligned  Abbey & Dickson, 1983; 
Dewett, 2004; De Dreu & 
West, 2001; Edmondson & 
Mogelhof, 2006; Hennessey & 
Amabile, 2010; Shalley & 
Gilson, 2004 
6 Risk minimisation culture in 
engineering firms limits CB 
Aligned Dulaimi et al., 2002; Egbu et 
al., 1998; Hartmann, 2006 
7a Existence of positive social 
relationships 
Aligned Abbey & Dickson, 1983; 
Mumford et al., 2002 
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Ref Summary of existing literature 
findings 
Confirmation, 
advancement or 
challenge 
Literature 
7b Interactional dimensions including: 
risk taking, freedom, work 
challenge, openness, trust, support, 
intrinsic involvement and 
activity/experimentation 
Aligned  Amabile, et al., 1996; Amabile 
& Gryskiewicz, 1989; Isaksen 
& Akkermans, 2011; Isaksen 
et al., 2001; Mumford & 
Gustafson, 1988 
Role of ‘play’ in promoting CB  Schrage , 2013 
8 Psychological climate and safety Aligned Edmondson and Mogelof, 
2006. Hennessy & Amabile, 
2010; Isaksen, et al 2001 
9 Extent of collaboration within and 
across teams. 
 
Aligned  - within 
but not across 
teams 
Abbey & Dickson, 1983; 
Hargadon & Bechky, 2006; 
King & Anderson, 1990; 
Perry-Smith, 2006; Taylor & 
Greve, 2006; Thompson & 
Choi 2005 
With external teams  Ancona & Caldwell, 1992; 
Dougherty & Hardy, 1996 
10 Learning environment  Aligned Pink, 2001; Shuck et al., 
2001b; Sonnentag, 2003 
11 Conflict – Existence of positive 
versus negative tensions, existence 
and management of different types 
of conflict 
Aligned  Isaksen, et al., 2001; Jehn 
1995; Pelled, 1996; Shalley & 
Gilson, 2004 
Specifically – Task controversy or 
conflict 
Aligned Jehn, 1995, Pelled, 1996; 
Shalley & Gilson, 2004 
Constructive controversy leads to 
better quality decision 
Aligned Tjosvold, 1982 
 
12 Processes – Communication 
including group communication and 
communication with other groups 
Aligned  Amabile & Gryskiewciz, 
1989; Anderson & West, 
1998; Andrews & Smith, 
1996; Monge, et al., 1992 
13 Consistently interacting with 
diverse others has been referred to 
in creativity literature as a necessary 
precondition for creative 
performance 
Aligned  Amabile, 1988; Kanter, 1983; 
Mumford et al., 2002; 
Woodman et al., 1993 
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Ref Summary of existing literature 
findings 
Confirmation, 
advancement or 
challenge 
Literature 
14 Role of formal meetings to address 
problems and challenges in 
promoting creative behaviours 
Aligned Smith et al., 2008 
15 Idea processes – Most ideas come 
from discussing ideas with others 
and not from people working alone 
Aligned Mumford 2000; Mumford et 
al., 2002; Woodman et al., 
1993 
 
16a Idea sources – Ideas coming from 
external sources and from diverse 
others 
Nil effect Amabile, 1988; Ancona & 
Caldwell, 1992; Dougherty & 
Hardy, 1996; Kanter, 1988; 
Shalley & Gilson, 2004; 
Woodman et al., 1993 
16b Idea sources – Ideas coming from 
interaction with other teams 
Nil effect Andrews & Smith, 1996 
17 Perception of the procedural 
fairness of organisational processes 
Nil effect Ramamoorthy et al., 2005  
18 Job factors – Design influences. 
Task identity, task significance, the 
use of a variety of skills and the 
provision of feedback on 
performance. 
Aligned  
 
Amabaile & Gryskiewicz, 
1987; Hackman & Oldham, 
1976 
Complexity and challenge Aligned Christian et al. 2011; Petrou, 
et al., 2012 ; Shalley & Gilson, 
2004; Witt & Boerkrem, 1989 
Mastery and alignment Aligned Pink, 2011 
Accomplishing things Aligned Seligman, 2012; Shuck & 
Reio, 2013 
19 Autonomy/Freedom –opportunity 
for activities/experimentation 
Aligned Amabile & Gryskiewicz, 
1989; Amabile et al., 1996; 
Dul & Ceylan, 2011; Ekvall & 
Ryhammar, 1999; Gagne & 
Bhave, 2011; Ludwig & 
Frazer, 2012; Hackman & 
Oldham, 1976; Isaksen & 
Ekvall, 2010; Isaksen et al., 
2001; Mumford & Gustafson, 
1988; Pink, 2011  
Ramamoorthy et al., 2005 ; 
Shalley & Gilson, 2004; Sia & 
Appu, 2015 
20a Resources financial, access to 
information, and access to people 
Aligned Amabile & Gryskiewicz, 1989 
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Ref Summary of existing literature 
findings 
Confirmation, 
advancement or 
challenge 
Literature 
20b Provision of time for creativity 
specifically. 
Time.  Balance between enough – 
but not too much, time for creativity 
Aligned  Amabile & Gryskiewicz, 
1987; Amabile & 
Gryskiewicz, 1989; Amabile 
et al., 1996; Amabile et al., 
2002; Csikszentmihalyi, 1997; 
Dul & Ceylan, 2011; 
Hennesey & Amabile, 2010; 
Shalley & Gilson, 2004 
20c ‘Being busy’ or fully occupied Aligned Brown & Leigh, 1996; 
Csikszentmihalyi, 1990; 
Hackman & Oldham, 1976; 
Petrou et al., 2012 
21 Physical environment Aligned Dul & Ceynan 2011 
23 Interrelated jobs, teams and 
organisational systems. 
Creativity arises through a system 
of interrelated forces operating at 
multiple levels 
Aligned Woodman et al.,1993; 
Hennesey & Amabile, 2010; 
Mumford, 2000 
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Table 7.3 Summary of findings related to RQ2 
Ref Summary of existing 
literature findings 
Confirmation, 
advancement or 
challenge 
Literature 
1 Definition of employee 
engagement as having three 
parts.  
Aligned May et al., 2004; Shuck & Wollard, 
2010 
It is complex.  Many variables. 
No single factor contributes to 
engagement or disengagement 
Aligned Shuck et al. 2011b 
Macey & Schneider, 2008 
 
Organisational commitment Aligned Schneider et al., 2005 
Work passion, organisational 
commitment 
Aligned Robinson et al., 2004; Saks, 2006 
Job involvement Aligned Zigarmi et al.,  2009 
2 Work characteristics  
Autonomy 
 
Aligned 
 
Bakker et al., 2015; Christian et al., 
2011; Gagne & Bhave, 2011; Macey 
and Schneider, 2008; Petrou et al.,  
2012 
Challenging work Aligned Crawford et al., 2010; Hackman & 
Oldham, 1976 
Being busy Aligned Petrou et al.,  2012 
Learning opportunities Aligned Pink 2001, Shuck et al., 2011b, 
Sonnentag 2003 
3 Fit of work with person, i.e., 
that the job demands are 
congruent with the interests, 
values and personality of the 
employee 
Aligned Resick et al., 2007 
Shuck et al., 2011a 
4 Being psychologically present 
or absent at work 
Aligned  Kahn, 1990 
5 Team – Work environment.  
Important to engagement 
include relationship 
development, attachment to co-
workers and opportunities for 
learning. 
Aligned Shuck et al., 2011b 
6 Positive psychological climate  Board, 2004; May et al., 2004 
Collegiality and support Aligned Shuck et al., 2011b 
7 Perceptions related to fairness Nil effect Ludwig & Frazier, 2012; Saks, 2006 
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Ref Summary of existing 
literature findings 
Confirmation, 
advancement or 
challenge 
Literature 
in processes 
8 Social categorisation and 
identify 
Aligned Ashforth & Mael, 1989 
9 Manager behaviours Aligned Board, 2004; Christian et al., 2011;  
Harter et al., 2002; Judge, Thoresen, 
Bono, & Patton, 2001; Macey & 
Schneider, 2008; Shuck et al., 2011b; 
Shuck & Herd, 2012 
10 Individual circumstances 
Capacity for engagement, and 
also the freedom to be engaged 
Aligned Macey & Schneider, 2008 
11 No one step or process that will 
work to create engaged 
employees across a team and it 
is a challenging task 
Aligned Rich et al., 2010; Shuck & Wollard, 
2010 
12 Physical environment  
Should not cause an employee 
to experience dissatisfaction 
Aligned Herzberg, 1966 
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Table 7.4 Summary of findings related to RQ3 
Ref Summary of existing literature 
findings 
Confirmation, 
advancement or 
challenge 
Literature 
1 Existence of a relationship 
between a work environment that 
supports creative behaviours and 
engaged employees 
Aligned Isaksen & Ekvall, 2010 
Harter et al., 2002 
Ludwig & Frazer, 2012 
2 Further research into the 
relationships among among the 
potential antecedents and 
consequences of engagement has 
been proposed as necessary 
because they have not been 
rigorously conceptualised and 
studied and as a consequence there 
is an inadequate understanding of 
work engagements nomological 
network 
Advanced Macey & Schneider, 2008 
 
7.7    CONCLUSION  
In this chapter the key findings from the research have been analysed with 
respect to the literature.  The case study site provided a rich source of data and 
learning with a substantial number of findings emerging both supporting and 
advancing the literature. These findings have supported the development of new 
models and have been the catalyst for recommendations with regard to future 
research.  These points are elaborated further in Chapter Eight, together with a 
description of the limitations of the study. 
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Chapter 8:  Conclusions and Implications 
8.1    INTRODUCTION  
This chapter identifies the study’s contributions to knowledge of the 
characteristics of work environments and how these contribute to creative behaviours 
and employee engagement.  Specifically, the study reveals the nature of the 
relationship between these characteristics.  Further, the study considers the 
relationship between creative behaviours and employee engagement.   
This chapter is organised into seven sections.  In section 8.2, conclusions about 
the research problem are drawn.  In section 8.3, the contributions of the study to 
theory are described.  In section 8.4, the implications of the study for policy and 
practice are identified.  In section 8.5, the methodological contributions are defined. 
In section 8.6, the limitations of the study are identified.  Finally, in section 8.7 areas 
for further research are proposed and closing observations made.   
8.2    CONCLUSIONS ABOUT THE RESEARCH PROBLEM 
The central research question investigated through this study was: 
How do characteristics in work environments foster creative behaviours and 
promote employee engagement? 
The study found many characteristics within work environments that supported 
creative behaviours and employee engagement but the presence of these 
characteristics is insufficient on their own to drive either outcome.  These 
characteristics have different levels of effect on both outcomes and combine in a 
complex and cumulative manner influenced by the relationship between the 
employee and their work context.   The common characteristics of the job that 
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support both outcomes include: challenging, problem solving focussed work; 
autonomy; rich learning opportunities; task variety; achieving outcomes; and ‘being 
busy’ with an appropriate amount of time availability and pressure.  Within each 
team, norms of trust, collaboration and learning have a strong influence on both 
outcomes, while team processes for learning, managing discussion and getting the 
work done are also important.  The behaviour of the manager within the team 
influences both outcomes.  Management behaviours that positively influence both 
creative behaviours and employee engagement include: providing a high level of 
autonomy; inviting and valuing new ideas; providing feedback and recognition; and 
offering support.   
The physical work environment plays a facilitating role in supporting creative 
behaviours and employee engagement by enabling easy communication and 
collaboration, although too much noise and informal communication between 
colleagues can be disruptive. An overview of these characteristics is provided in 
Figure 8.1 below.  When the work environment includes these characteristics 
employees are stimulated intellectually, are pushed by time pressure to get things 
done, have freedom to determine how the work will be undertaken, are more inclined 
to take risks, have more frequent and richer learning experiences and achieve 
feelings of accomplishment.   
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Figure 8.1 Representation of characteristics that most influenced both outcomes  
 
 
Three characteristics were identified as uniquely contributing to employee 
engagement and not creative behaviours.  Some teams had very strong levels of 
friendship and cohesion that contributed to employee engagement and created a 
climate which could support learning and creative behaviours.  However, this was 
not a pre-condition for creative behaviours across all teams.  Similarly if 
disagreement and discourse are encouraged as a mechanism for stimulating the 
exploration and testing of ideas, this process needs to be managed in a way that does 
not damage team member relationships and engagement.  For creative behaviours to 
flourish, it is useful to have a role within the team pushing for innovation at every 
opportunity.  This behaviour at times annoyed some team members, but also ensured 
a constant focus on delivering work in a better and unique way with greater patent 
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potential.   For other teams, creative behaviours were prompted by the nature of the 
work, by other team members modelling creative behaviours, or in response to an 
opportunity.   
Of importance in understanding the drivers of creative behaviours and 
employee engagement was the relationship between the person and their situation as 
identified by Amabile et al. (1996) for creative behaviours and Shuck et al. (2011b) 
for employee engagement.  For example, one respondent commented on how their 
job had reduced in scope and that had impacted on their engagement, a finding 
supported by previous research by Resick et al. (2007) and Shuck et al. (2011a).  
However, this study did not look specifically at characteristics related to the 
employee’s intrinsic motivation, personality, personal circumstances or fit for current 
job.  This type of data may have provided deeper insight into the influence of the 
interaction between a person and their work situation on both creative behaviours 
and employee engagement. 
This study was undertaken across five different teams in a PBO during a 
downturn in the industry.  For Alpha employees, this external reality influenced 
psychological security and emotional engagement with the job and organisation.  
Many employees indicated that they liked their jobs, their teams and the 
organisation, and continued to apply themselves to their work, but their emotional 
connection to the organisation had been adversely affected.  During periods of 
uncertainty, employees were looking for messages from senior management about 
the future. The importance of communication during difficult periods has been 
demonstrated in other studies, although there is disagreement among researchers 
about the effects of downsizing on organisational outcomes such as innovation 
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(Amabile & Conti, 1999).  This present study generated no major findings to support 
or refute propositions regarding the effects of downsizing on creative behaviours. 
The job roles in each team had different levels of interdependence and 
therefore requirements for collaboration.  For some teams, the nature of the tasks 
forced collaboration while in other teams strong supportive relationships encouraged 
cooperation.  Collaboration was a key characteristic that strongly influenced both 
creative behaviours and employee engagement and had a direct impact on the level 
of engagement an employee felt with their team.  In some teams their level of 
individual engagement with their team appeared to be stronger than their engagement 
with the organisation.  Similarly, some people were highly engaged with and 
attached to their job role, while appearing to be less engaged with the team or 
organisation.   
Employee engagement has been identified as a complex and multi-level 
construct including emotional, rational and behavioural elements and existing at a 
job, manager, team and organisational level.  At an organisational level the cultural 
values related to autonomy, innovation and work life balance which were included in 
corporate material and spoken about by interviewees had a positive impact on 
employees’ attitudes and behaviours.  The conceptual model emerging from these 
findings is presented in Figure 8.2.  
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Figure 8.2 Influence of different characteristics on creative behaviours and engagement  
 
This model evolved from the initial conceptual framework, presented in Figure 
2.4.  Key changes included a challenging of formal goal setting as influential, 
particularly with regard to creative behaviours (Hennessey & Amabile, 2010; 
Shalley, 2008; Shalley, 1995).  Additionally, interactions with other teams had been 
identified as influential on creative behaviours (Abbey & Dickson, 1983; King & 
Anderson, 1990; Perry-Smith, 2006; Taylor & Greve, 2006; Thompson & Choi, 
2005). These characteristics were largely absent in the five teams reviewed for this 
study.  The significance of this absence is difficult to estimate.  Additionally, 
perceptions of fairness in internal organisational processes were not found to 
substantially influence either creative behaviours or employee engagement as had 
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been found by Ramamoorthy et al. (2005) for creative behaviours and Ludwig and 
Frazier (2012) and Saks (2006) for employee engagement.   
Many characteristics within the initial conceptual model were supported.  The 
importance of job design, team climate and manager actions for both creative 
behaviours and employee engagement can be seen in Figure 8.2.  If organisations are 
able to foster work environments with the right combination of characteristics across 
job design, team climate, team processes and manager behaviours, they will create 
the conditions or antecedents that can facilitate creative behaviours and employee 
engagement.  Of importance however, is to understand the influence of contextual 
factors.  For example, if creative behaviours are desired, additional stimuli may be 
needed such as the use of a dedicated role to drive creative behaviours or use of 
meeting processes to drive debate around ideas.  Additionally, organisations may 
need to develop their employees’ skills in responding to and dealing with 
disagreement – so that contrary views become a catalyst for new ideas while 
avoiding damaging relationships in the process.  Outcomes from the application of 
creative behaviours are not only new or novel ideas.  Other positive benefits could 
include learning, a sense of achievement and empowerment and a stronger affiliation 
with your professional identify. 
The study’s findings reveal that it is possible for people to be only partly 
engaged, particularly during layoffs.  For example, they could love their job and be 
fully invested in undertaking it successfully, but lack emotional engagement because 
of a fear of job loss.  Bringing together the findings related to the characteristics of a 
work environment that most strongly support engagement, high levels of trust and 
feelings of psychological safety are significant.  Within this type of environment, 
managerial behaviours such as offering support and providing recognition play a 
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contributory role in fostering engagement.  Within teams, seemingly unimportant 
informal conversations and joking builds friendships which also contributed to both 
rational and emotional engagement.  All of these factors are interconnected and 
operate together in a complex manner to influence an individual’s level of 
engagement as illustrated in Figure 8.3.  
 
Figure 8.3 Team environment influences engagement  
 
8.3    CONTRIBUTIONS OF THE STUDY FOR THEORY 
Chapter Seven identified areas where the study extended existing theories 
related to work environments that influenced creative behaviours and employee 
engagement.  This study supported and extended the conceptual model developed 
and tested by Amabile et al. (1996) into the factors supporting and inhibiting creative 
behaviours in the work environment such as challenge, autonomy, and perceptions of 
support from colleagues and manager to experiment and take risks.  The present 
study identified additional characteristics to be included within the work 
environment framework including potential for learning and capacity to achieve 
outcomes.  
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The present study also provided strong support for the empirical research 
undertaken by Isaksen et al. (2001) into the importance of a work climate possessing 
attributes such as trust, openness, time for new ideas, playfulness, humour, debate, an 
appropriate amount of conflict and risk taking, if it were to support creative 
behaviours.  Conflict was noted in the present study and emerged from 
interdisciplinary tasks and relationships in one team.  The present study has 
highlighted the contribution of the ‘right amount’ of task conflict so that ideas are 
adequately analysed and debated without relationships being damaged.  Damaged 
relationships not only cause employees to withdraw from conversations but influence 
feelings of engagement, particularly towards the team. 
The present study supported the findings of Hargadon and Bechky (2006) that 
showed that new ideas can emerge as a result of creative behaviours within the 
collective process of a team, as well as from individual reflection and insight.  Each 
of the teams within Alpha had different processes for idea generation and evaluation.  
These included both formal idea management processes in meetings and more 
informal collaborative conversations.  Additionally, behaviours such as help seeking, 
help giving, reflective reframing and reinforcing of ideas as identified by Hargadon 
and Bechky (2006) were observed.  Other creative behaviours identified through this 
empirical study included challenging viewpoints, admitting mistakes and 
undertaking experiments.  
The present study provided empirical support for the findings of Kahn (1990) 
and May et al. (2004) as to the importance of the employee’s job generating 
meaningfulness, psychological safety and availability if the person was to be 
engaged.  Contributions to the employee engagement literature emerged through 
deeper insights into the thoughts, feelings and behaviours associated with 
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engagement and how characteristics in the work environment influenced these.  The 
present study’s findings also supported Saks (2006) assertions regarding influence of 
job characteristics and managerial support on engagement, and that there was a 
difference between engagement with the job and with the organisation.  However, 
the present study did not find support for a lack of procedural fairness predicting 
disengagement with the organisation (Saks, 2006).  Remuneration related decision 
making processes were not perceived to be an issue in the organisation.  There 
appeared to be a high level of trust in management, which could explain this finding.  
The present study also addressed an identified gap related to the lack of studies on 
employee engagement across teams (Bailey et al., 2015).   
An understanding of the complex and multilevel nature of employee 
engagement emerging from the study is depicted in Table 8.1, which describes the 
thoughts, feelings and behaviours that identify engagement at the different job, 
manager, team and organisation levels.  
The findings from the study allow a new definition of employee engagement to 
be proposed reflecting the complex and multi-level nature of the concept. 
Employee engagement is a multi-level and complex concept with 
emotional, cognitive and behavioural manifestations reflecting an 
individual’s emotional and rational connection to their job, their team 
and team environment and also to their organisation.  It is a relative 
state which results in employees’ striving to do their best when they 
are experiencing high levels of engagement across the emotional and 
rational dimensions.  This type of behaviour is likely to result in 
higher levels of effort, performance and intention to stay in the 
organisation.  
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This new definition will provide a useful starting point for future researchers 
investigating the nature of employee engagement.’ For example, what levels of 
engagement are most important to employees and why, i.e. engagement with their 
job, their team, their manager or their organisation?
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Table 8.1 Overview of thoughts, feelings and behaviours that identify engagement by level  
 Level in organisation 
Definition of 
engagement 
Job Manager Team Organisation 
Cognitive 
 
 
Challenging job 
Can be done 
autonomously 
Variety of activities 
Achieving things 
Learning new skills 
Being fully 
absorbed or 
occupied in the 
work 
 
Provides high 
level of 
autonomy 
 
I know will 
make decisions 
in my best 
interest 
I can learn from 
others in my team 
I am committed to 
the organisation 
Behavioural I work harder to get 
the problem solved 
Listens to me 
Offers support 
Provides 
feedback 
Provides 
recognition 
Collaboration among 
team members 
Collegiality – 
informal 
conversations and 
joking 
Showing interest in 
others’ work 
challenges 
Helping others with 
their work 
 
I display 
organisational 
citizenship 
behaviours, such 
as contributing to 
organisational 
wide initiatives 
Emotional I receive 
recognition 
I feel more attached 
with/committed to 
my job 
Is concerned that 
I have work/life 
balance 
I feel able to express a 
different view without 
being criticised 
I feel more attached 
with/committed to my 
team 
I feel more 
attached to the 
organisation. 
My role type is 
valued in the 
organisation, e.g., 
billable versus 
indirects 
Not worrying 
about being laid 
off 
 
 
While the study affirmed many of the findings related to the characteristics 
within a work environment that fostered creative behaviours and employee 
engagement, the study’s unique contributions related to the identification of those 
characteristics that did not contribute to both outcomes.  Additionally the study 
provided insight into how employee engagement influences creative behaviours and 
vice versa.  While researchers such as Harter et al. (2002) have asserted that 
employee engagement leads to creative behaviours and Isaksen and Ekvall (2010) 
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that creative behaviours lead to employee engagement, this study found that the 
relationship between these two outcomes was not so direct.  Certainly both outcomes 
share many (but not all), antecedent characteristics from the work environment that 
drive outcomes related to job design, a team’s social environment and work 
processes and the manager’s behaviour.  However, there is a complex set of 
relationships at play, highlighting the importance of considering the relationship 
between the person and the work environment as well as the existence or absence of 
specific characteristics.  
Findings from investigating the characteristics contributing to employee 
engagement during a downturn were also an important contribution of the study, as 
many organisations face the challenge of maintaining staff engagement during 
periods of job uncertainty.  The study highlights the impact on engagement of this 
business reality and of the importance of communication during periods of 
uncertainty as found by Amabile and Conti (1999).  
8.4    IMPLICATIONS OF THE STUDY FOR POLICY AND PRACTICE 
The study has provided many useful insights such as the generation of creative 
behaviours using way conflict can positively support creative behaviours while 
damaging employee engagement.  These circumstances have practical implications 
for the way that disagreement is managed.  For example, a contrary opinion can be 
expressed that does not cause offence or disengagement and which leads to greater 
acceptance of the alternate position.  The study has also highlighted the potential 
influence of job type on perceived status within the organisation, with those in 
support roles feeling less valued than those in billable, engineering roles.   
Several practical findings developed from the study findings may be 
generalisable to other project based organisations.  This section converts some of 
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these findings into tools, models or guidelines for managers who are interested in 
fostering work environments that stimulate higher levels of creative behaviours and 
employee engagement.  These include: 
1. Guidelines for managers to develop work environments that foster creative 
behaviours and employee engagement (section 8.4.1) 
2. A self-report survey for team members (across job design, team climate 
and norms and manager behaviours) to measure the existence of 
characteristics within the work environment that influence creative 
behaviours and employee engagement  (section 8.4.2) 
3. Recommendations regarding the development of skills in the management 
of conflicting ideas (section 8.4.3).  
8.4.1 Management guidelines to stimulate creative behaviours and engagement 
Management behaviours that promote or discourage creative behaviours and 
employee engagement have been identified through the study.  So have 
characteristics related to work design, idea management processes, team climate and 
the physical environment.   From these findings, a set of recommendations for 
managers to stimulate creative behaviours and employee engagement has been 
developed.   
Implications for practice for creative behaviours include: actively scanning the 
market to identify new systems or approaches that could improve efficiency or 
effectiveness; listening to team members as they suggest alternative approaches; 
asking team members about the challenges in their role; prompting employees to 
solve problem themselves to encourage critical thinking skills; offering suggestions; 
and modelling risk taking behaviours regarding new approaches.  Avoiding ‘shooting 
down’ new ideas and limiting discussion on alternate approaches will also help 
stimulate creative behaviours.  
 Chapter 8: Conclusions and Implications 347 
 
Implications for practice for employee engagement include recognising the 
impact that a perceived lower status in the organisation has on employee 
engagement.  In these circumstances, avoid treating different types of staff 
differently to others in terms of development, promotion and recognition. 
Implications for practice for stimulating both creative behaviours and 
employee engagement include: designing ‘good’ jobs or project opportunities with 
interesting problems to solve; building new and more complex tasks into a role once 
competence at the current level is demonstrated; providing opportunities for 
employees to master skills and to achieve complete pieces of work so that they feel 
accomplishment.  From the opposite perspective, managers should avoid creating 
jobs with too many repetitive tasks and either too high, or too low, a workload.  
Other implications for simulating creative behaviours and employee engagement 
include establishing high level expectations and then leaving employees free to 
determine how to achieve these objectives.  Ensuring the work provides 
opportunities to accomplish tasks and achieve outcomes is also important.  From the 
opposite perspective, managers should avoid micromanaging staff’s activities. 
Opportunity to learn was another attribute contributing to both creative 
behaviours and employee engagement.  Managers should provide opportunities for 
staff to undertake new tasks and develop new skills.  They should also display and 
encourage curiosity, discuss lessons learned as a part of team processes and provide 
feedback and positive guidance to support learning.  Providing timeframes for 
activities which both push the employee to deliver and while also providing enough 
time to explore alternative ways to deliver are also important. Providing appropriate 
and timely recognition for team members’ achievements will also foster creative 
behaviours and employee engagement. 
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To build a supportive team climate, managers can model and encourage 
informal discussions and joking in the workplace.  They should encourage 
experimentation, while providing boundaries to manage risk and accepting failures 
as a normal part of the learning process.  Team members should be encouraged to 
support each other’s projects.  If there is disagreement, ask the team member to 
outline reasons for their perspective and encourage team members to present and 
defend alternate points of view.  If a team member fails the manager should, openly 
and non-judgmentally, accept these errors and failures.  From the opposite 
perspective, managers should not blame or make team members feel bad if an 
initiative fails, or allow disagreements to be expressed in a way that attacks the other 
person rather than analyses the idea.   
Meeting processes can support both creative behaviours and employee 
engagement.  Managers can develop meeting processes to create, discuss, evaluate 
and agree on new ideas and ensure that deadlines are in place to drive decision 
making processes.  To leverage the ideas, steps can be put in place to document, 
store and patent knowledge where possible. 
Locating a team physically together will support a higher level of informal 
interactions. It may be helpful to discuss ways that people can signal when they don’t 
wish to be disturbed as they are concentrating on work.  Attention should be paid to 
avoiding a noisy environment that disrupts concentration. 
8.4.2 Characteristics of work environment – Self-report survey  
Items for a future survey have been developed based on based on the study’s 
outcomes.  The objective of the survey is to identify the presence or absence of 
characteristics in a work environment that impact on an employee’s willingness to 
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undertake creative behaviours and to be engaged in their work.  An outline of the 
survey with example responses is provided in Appendix K.  The survey items could 
be presented using Likert scales with suitable validation and testing before 
implementation in future research.   
8.4.3 Recommendations for skills development in managing disagreement 
Given the valuable role that disagreement and contrary views play in 
stimulating creative behaviours, training for employees in effectively presenting 
dissenting views and managing conflict and disagreement is recommended.  A skills 
development program could include an explanation for the function of disagreement 
within a team during the idea development process, along with skills in positively 
responding to the views of others when employees don’t agree with the points made.   
8.5    METHODOLOGICAL CONTRIBUTIONS 
The case study site was a large, global, privately owned project based 
organisation providing Engineering, Procurement and Construction Management 
services.  The study was undertaken across five teams including engineering, 
simulation consulting and support functions enabling cross-case analysis of roles not 
typically considered to require high levels of creativity – as compared to dedicated 
research and development roles. This study adds value to the current body of 
literature because of the exploratory nature of qualitative research with the majority 
of current research related to employee engagement being quantitative.  The study 
explored existing concepts to create new knowledge related to work environments, 
creative behaviours and employee engagement.   
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8.6    LIMITATIONS 
There are several limitations to be considered when reviewing the findings 
from this research.  Work environments contain many characteristics and are 
complex.  Not all aspects have been deeply investigated through this study.  For 
example, leadership style and physical environment are two broad areas for further 
investigation.  Other aspects of a work environment which relate to the individual 
themselves were not investigated as they did not directly relate to the core objectives 
of the study.   
The findings from the study are considered particularly relevant for project-
based organisations.  They may not be appropriate for other types of organisations.  
Additionally, while the research was undertaken within a natural setting, it is 
recognised that the presence of an observer in team meetings is an unnatural event 
and could result in different and more positive behaviours being displayed.  Analysis 
of data collected through interviews and observations in team meetings supported a 
triangulation design, which is important given the limitations of case study research 
as identified in Chapter Three.  Additionally a measure of the strength of a research 
project is evident in the development of good theory and new insights emerging at 
the end, as opposed to the beginning of the study.   
8.7    FURTHER RESEARCH OPPORTUNITIES AND CLOSING 
OBSERVATIONS. 
Rich data were collected through the study confirming existing research on the 
characteristics of work environments that foster creative behaviours and employee 
engagement.  Additionally, new findings emerged and a number of areas were 
identified for further research including the effect of social identity and status on 
employee engagement and the influence of the physical environment on both 
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creative behaviours and employee engagement.  Additionally, further exploration on 
leadership of teams with consideration for relationship management, emotional 
intelligence and self-awareness has been recommended.  The changing nature of 
leadership, with consideration for substitutes for leadership such as shared mental 
models and commonly understood team processes, would also be of interest for 
future research.  Two teams within the study were diverse in terms of ethnicity.  The 
influence of national culture and multi-culturalism on attitudes and how this 
influenced creative behaviours and employee engagement would be particularly 
valuable for global organisations.  Further investigation into the characteristics 
related to the employee’s intrinsic motivation, personality, personal circumstances or 
fit for current job would also be of value.  This type of data may have provided 
deeper insight into the influence of the interaction between a person and their work 
situation on both creative behaviours and employee engagement. 
This research has provided deeper understanding of creative behaviours and 
employee engagement and their associated feelings, thoughts and behaviours.  New 
definitions for both concepts have been developed.  New theoretical models for 
understanding the idea development process and the relationships between work 
environments, creative behaviours and employee engagement have been developed 
and will provide a basis for further research which can only assist in building our 
understanding of the complex issues and characteristics at play within a work 
environment.  The study has also enabled the development of guidelines for 
managers wishing to promote creative behaviours and employee engagement.   It is 
an important area of study as organisations look for ways to build competitive 
advantage through their people.   
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Appendix A 
Summary by Author of Major Contributions to Creative Behaviours  
Author/Year/ 
Model Name 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major 
criticisms 
Woodman, 
Sawyer and 
Griffith 
(1993) 
Developed an 
organisational 
model to 
understand 
creativity in 
organisations. 
Determined that 
creative behaviours 
were the functions 
of two work 
environment inputs 
including group and 
organisational 
characteristics. 
An interactional 
perspective of the 
complex social 
systems 
influencing 
organisations 
Was a theoretical 
model only 
Scott & Bruce 
(1994) 
Hypothesised 
that leadership, 
individual 
problem solving 
styles and work 
group relations 
affect innovative 
behaviour 
directly and 
indirectly 
through their 
influence on 
perceptions of 
the climate for 
innovation. 
Leader’s 
behaviour 
predicted climate 
for innovation 
with higher 
levels of 
interaction 
between leaders 
and subordinates 
(LMX) resulting 
in higher 
perceived 
climate for 
innovation. 
Integrated a number 
of research streams 
on the antecedents 
of creative 
behaviours to 
develop a model of 
individual 
innovative 
behaviour which 
was tested using 
structural equation 
modelling. 
Attempts to model 
a complex 
phenomena. 
 
Provide some 
understanding of 
the complex 
relationships 
between causal 
paths and a number 
of antecedents. 
 
Task type 
moderated the 
relationship 
between leader role 
expectations and 
innovative 
behaviour. 
 
Amabile et al. 
(1996) 
Developed tool 
for measuring 
individual 
perceptions of 
team 
environments 
called KEYS – 
(formerly) Work 
Environment 
From a review of 
previous research 
together with a 
critical incident 
study of 120 
scientists and 
technicians in a 
research and 
development 
Able to 
discriminate 
between high and 
low creativity 
projects. 
 
66 Work 
environment items. 
Authors wanted to 
Findings may not 
be generalizable 
outside of a 
Research and 
Development 
work context. 
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Author/Year/ 
Model Name 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major 
criticisms 
Inventory Tool 
Survey. 
(Developed by 
Amabile & 
Gryskiewicz, 
1989)  
Highlighted the 
stimulants and 
obstacles to 
creative work 
environments. 
environment who 
were asked to 
describe a high and 
low creativity event. 
tap all potential 
work environment 
dimensions that 
might serve as 
creative influences. 
Conceptual 
categories include:  
Encouragement or 
creativity, 
Autonomy or 
Freedom, 
Resources, 
pressures and 
organisational 
impediments to 
creativity.  Some 
actors are 
hypothesised to be 
positive (i.e., 
stimulants)  – while 
others negative 
(obstacles). 
Janssen (2000) Building on 
person-
environment fit 
theory and social 
exchange theory, 
the relationship 
between job 
demands and 
innovative work 
behaviour was 
assumed to be 
moderated by 
farness 
perceptions of 
the ratio between 
effort spent and 
reward received 
at work 
 
The interaction of 
job demands and 
perceptions of 
effort-reward 
fairness was tested 
among 170 non-
management 
employees from a 
Dutch industrial 
organisation I the 
food sector 
Results 
demonstrated a 
positive 
relationship 
between job 
demands and 
innovative work 
behaviour when 
employees 
perceived effort-
reward fairness 
rather than under-
reward fairness. 
The correlation 
evidence found 
does not 
necessarily 
reflect the 
causality as 
proposed in the 
model. The 
direction of the 
relationship 
between job 
demands and 
IWB is unclear 
and may well be 
bi-directional 
Amabile et al. 
(2004) 
Investigation of 
leader 
behaviours 
related to 
perceive leader 
support  
encompassing 
both 
instrumental and 
socioemotional 
support. 
Two qualitative 
analyses were 
conducted on daily 
diary narratives 
written by 
subordinates. 
Both effective and 
ineffective forms 
of leader behaviour 
were identified. 
Also revealed were 
subordinate 
perceptual and 
affective reactions 
to perceptions of 
leader support. 
Negative and 
positive spirals of 
leader behaviour 
were also identified 
Causality cannot 
be supported. 
Also the 
unconstrained 
nature of the 
diary narratives, 
though likely 
reducing 
response bias,  
had the 
significant 
disadvantage of 
yielding sparse 
data 
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Author/Year/ 
Model Name 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major 
criticisms 
as were the impact 
on subordinate 
reactions and 
creativity 
Ramamoorthy, 
Flood, Slattery 
& Sardessai 
(2005) 
Relationship 
between org. 
processes, 
psychological 
contract, job 
autonomy and 
innovative work 
behaviours 
 
Developed and 
tested a causal 
model to predict 
innovative work 
behaviour, 
integrating the 
literature on 
psychological 
contract , job design 
and organisational 
justice from a study 
involving data 
collection via 
questionnaire from 
240 blue-collar 
employees from 
Irish manufacturing 
organisation 
Perceived 
obligation to 
innovate, job 
autonomy and pay 
showed direct 
effects on 
innovative work 
behaviour.  Pay 
and job autonomy 
had indirect 
effective on 
innovative work 
behaviour (IWB).  
Organisational 
processes of 
meritocracy, equity 
perceptions and 
procedural justice 
perceptions 
influenced IWB 
through mediating 
variables of 
psychological 
contract. 
Focus of study 
was on blue 
collar workers 
only. 
Study 
undertaken in 
one national 
cultural setting 
only, i.e., Ireland 
Hargadon & 
Bechky (2006) 
Introduces a 
model of 
collective 
creativity 
showing how the 
locus of 
creativity comes 
from the 
interaction of the 
group and not 
just from the 
individual.  
Model has 4 
types of 
behaviours:  help 
seeking, help 
giving, reflective 
reframing and 
reinforcing. 
Qualitative research 
in professional 
services firms 
including 
observations, 
interviews, informal 
conversations and 
archival gathering.  
Deeper 
understanding of a 
problematic 
situation and how 
the past experience 
of participants is 
reframed to 
provide new and 
valuable insights.  
Highlights the 
importance of the 
social context and 
of developing 
interactive 
approaches to 
creativity.   
 
 
Hartmann 
(2006) 
Organisational 
culture plays a 
role in 
motivating 
innovative 
behaviour 
In-depth case study 
investigating the 
innovation case 
study (Swiss 
construction firm 
employing 1,500) 
Provides input into 
managerial 
behaviours. 
 
Model linking 
organisational 
culture and 
motivation 
simplistic 
De Jong & 
Den Hartog 
Found 13 
leadership 
Combination of 
literature review and 
Innovative 
behaviours from 
Study confined 
to qualitative 
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Author/Year/ 
Model Name 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major 
criticisms 
(2007) behaviours 
which support 
innovative 
behaviours. 
These 
behaviours 
include both 
deliberate 
actions as well as 
more general 
daily behaviours 
indepth interviewing 
carried out in a 
knowledge intensive 
service firm, e.g., 
consultants, 
researchers and 
engineers. 
leaders that 
stimulate creative 
behaviours had 
received little 
research attention.  
techniques. Not 
clear which 
behaviours are 
most relevant. 
 
Study only 
focussed on 
leaders in 
knowledge 
intensive firms. 
 
Did not consider 
contingency 
factors such as a 
supportive work 
climate and 
external work 
contacts as 
antecedents  of 
idea generation 
and application. 
 
Isaksen & 
Ekvall (2010) 
Discusses two 
forms of tension 
and how this 
impacts on the 
organisational 
climate for 
creativity. 
Examined previous 
studies that had 
investigated debate 
and conflict to 
develop a 
framework for 
understanding the 
interactions between 
these dimensions. 
Highlights how 
creativity involves 
tension and that no 
organisation is 
tension free. 
Proposes that 
higher levels of 
debate together 
with lower levels 
of conflict are more 
conducive to 
organisational 
creativity and 
innovation 
Model does not 
test/measure the 
causal 
relationships 
between the two 
dimensions. 
Yuan & 
Woodman 
(2010) 
Found that 
expectations for 
potential 
performance and 
image 
consequences 
significantly 
affected 
employee 
innovativeness 
after controlling 
for intrinsic 
interest and 
capabilities. 
Brought together 
two theoretical 
perspectives i.e.,  
the efficiency 
oriented and 
Surveyed 425 full-
time employees and 
their 96 direct 
supervisors from 4 
US companies in 
several different 
industries 
(information 
technology, 
computer service 
development, 
furniture design & 
manufacturing and 
chemical instrument 
development and 
manufacturing. 
First study to look 
at how expected 
outcomes of 
innovative 
behaviour impacted 
on innovative 
outcomes. 
Findings suggest 
organisation 
support and job 
requirements as 
two areas to focus 
on to reduce the 
image risks 
associated with 
innovative 
behaviour. 
Recommend 
Cross sectional 
research design 
limited ability to 
determine 
causality. 
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Author/Year/ 
Model Name 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major 
criticisms 
social-political 
perspective. 
companies take 
steps to break 
psychological 
comfort employees 
have with status 
quo. 
Unsworth & 
Clegg (2010) 
Found that 
general work 
motivation, 
creativity 
requirements, 
cultural support 
for creativity, 
time resources 
and autonomy 
were all used as 
cues in deciding 
whether 
undertaking 
creative action 
would be 
worthwhile via 
judgmental 
processes of 
expectancy and 
instrumentality.   
Qualitative study. 
Respondents were 
from four teams in 
two large aerospace 
organisations.  
Participants were 
design engineers, 
development 
engineers, other 
engineers and 
engineering clerks 
across varying 
hierarchical levels. 
Used semi-
structured 
interviews with 65 
engineers to explore 
factors and 
processes that lead 
to creative 
outcomes. Also non-
participant 
observations and 
informal 
discussions. 
Found that general 
work motivation, 
cultural support for 
creativity, 
creativity 
requirements, time 
resources and 
autonomy were 
cues in deciding 
whether to 
undertake creative 
action via 
judgmental 
processes of 
expectation and 
instrumentality 
 
Dul & Ceylan 
(2011) 
Developed a 
conceptual 
framework for  
Examined the 
relationship 
between the 
creative person 
and performance 
Instrument 
developed and 
applied to sample of  
409 Dutch 
employees in 49 
companies  
confirming the 
hypothesis that 
creative work 
environments 
support creative 
performance 
Considered 
influences on a 
work environment 
to have personal, 
social-
organisational and 
physical factors 
 
Callagher et al. 
(2015) 
Tested the 
innovative work 
behaviours 
(IWB) construct 
to determine its 
suitability for 
senior executives 
Conducted 23 
interviews with 
senior executives 
and their direct 
reports at 4 
organisations 
recognised for 
ongoing innovation.  
Identified two sets 
of senior manager 
executive 
behaviours  - with 
one set matching 
existing IWBs 
commonly 
associated with 
idea generation, 
idea exploration, 
idea championing 
and idea 
Study was 
exploratory in 
focus and 
therefore 
generalisablity of 
findings is not 
claimed. 
 
Although firms 
were selected for 
their on-going 
innovation – 
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Model Name 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major 
criticisms 
implementation. 
The other set was 
around setting the 
environment – 
which was not 
generally discussed 
in the literature 
there was no 
performance data 
about the 
individuals or the 
organisations. 
Santos et al. 
(2015) 
Importance of 
shared mental 
models for 
creativity and 
team 
effectiveness 
 
 
Developed a model 
of intra-group 
conflict which was 
tested in 161 teams 
across 735 people.  
Teams were 
composed of 
workers and 
university students. 
Proposition: 
Members need to 
have shared 
understanding 
regarding task 
outcomes and team 
interaction. 
Shared mental 
models are related 
to low intra-group 
conflict 
Identified the 
different types of 
conflict 
Developed an 
interesting scale for 
understanding 
mental models 
 
Use of a 
simulation is an 
artificial scenario 
which has 
implications for 
the external 
validity of 
findings. 
Types of workers 
not identified 
Sia & Appu 
(2015) 
Examined how 
task complexity 
and work 
autonomy (in 
different forms)  
contributed to 
workplace 
creativity. 
 
Found that 
autonomy plays 
an important role 
in generating 
employees 
creative ideas 
and performance. 
Study undertaken 
with 304 IT 
professionals in 13 
companies.  Data 
collected via 
questionnaires. 
 
Used existing scales 
to measure each 
construct. 
Work autonomy – 
Breagh (1985) 
Workplace 
creativity- (Zhou & 
George, 2001) 
Task complexity: 
Maynard & Hakel 
(2009) 
Considered three 
type of autonomy: 
work task 
autonomy, work 
schedule autonomy 
and work criteria 
Task complexity 
moderately impacts 
on work criteria as 
well as work 
schedule autonomy 
with workplace 
creativity 
 
Survey 
conducted in IT 
organisation and 
may not be 
generalisable to 
other industries 
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Appendix B 
Summary by Author of Creativity Research Resulting in Instruments  
Author/Year Overview of 
Findings and 
Model 
How theory 
developed 
Major Contributions Major 
Criticisms 
Gough (1979) Developed a 30 
item Creative 
Personality 
Scale 
Built on previous 
work by Domino, 
Schaefer and 
Welsh to 
determine most 
appropriate 
adjectives for 
creativity.  
 
Used Q-Sort 
processes with  
expert judges, 
faculty members, 
personality 
assessment staff 
observers and life 
history  
Interviewers. 
Helps to identify 
creative talent and 
potential within the 
individual. 
Tested on populations 
from a range of ages and 
types of work with a 
variety of criteria for 
creativity. 
New scale was a reliable 
and moderately valid  
measure of creative 
potential 
Measures the 
creative potential 
of the person.  
Does not give 
consideration to 
context in terms 
of work of 
personal 
situation 
Amabile et al. 
(1996) 
Developed tool 
for measuring 
individual 
perceptions of 
team 
environments 
called KEYS – 
(formerly) 
Work 
Environment 
Inventory Tool 
Survey. 
(Developed by 
Amabile & 
Gryskiewicz, 
1989)  
Highlighted the 
stimulants and 
obstacles to 
creative work 
environments. 
From a review of 
previous research 
together with a 
critical incident 
study of 120 
scientists and 
technicians in a 
research and 
development 
environment who 
were asked to 
describe a high and 
low creativity 
event. 
Able to discriminate 
between high and low 
creativity projects. 
 
66 Work environment 
items. Authors wanted 
to tap all potential work 
environment dimensions 
that might serve as 
creative influences. 
Conceptual categories 
include:  
Encouragement or 
creativity, Autonomy or 
Freedom, Resources, 
pressures and 
organisational 
impediments to 
creativity.  Some actors 
are hypothesised to be 
positive (i.e., stimulants) 
– while others negative 
(obstacles). 
Findings may 
not be 
generalizable 
outside of a 
Research and 
Development 
work context. 
Ekvall, 
Arvonen & 
Waldenstrom-
Lindblad 
(1983) 
Creative 
Climate 
Questionnaire 
(CCQ) - 
Survey 
50-Item Instrument 
developed out of 
research in 1980s 
investigating 
conditions that 
hamper or 
stimulate 
creativity.   
Is a measure of the 
creativity of the climate. 
Enables the 
identification of those 
climates that are 
creative versus those 
that are stagnating. 
 
Amabile et al. 
(1986) notes that 
psychometric 
properties of 
instrument are 
not documented 
in the literature. 
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Author/Year Overview of 
Findings and 
Model 
How theory 
developed 
Major Contributions Major 
Criticisms 
Anderson & 
West (1998) 
Reports the 
validation of 
the instrument 
called  the 
Team Climate 
Inventory 
(TCI) 
measuring the 
climate for 
innovation 
within groups. 
Instrument 
developed 
following a 
literature review.  
Four facet model 
theory was then 
tested in 27 
hospital 
management teams 
plus additional 
health care groups. 
The five factor 38 item 
instrument for 
measuring the climate 
for innovation 
demonstrated robust 
properties with 
acceptable levels of 
reliability and validity.   
Indicated the importance 
of exploration of 
opposing opinions. 
Likely to be predictive 
in measuring climate 
dimensions predictive of 
other types of group 
output. 
Would benefit 
from being 
tested in other 
sectors and team 
climates 
Ekvall & 
Ryhammar 
(1999) 
Main finding 
was that 
climate and 
resources seem 
to have the 
strongest 
influence on 
the creative 
outcome.  Also 
climate 
operated as a 
lever for 
leadership.  
 
Study of creative 
organisational and 
individual 
resources 
undertaken via  
questionnaires to 
130 teachers who 
also underwent 
creativity and 
personality tests. 
One of the 
questionnaires was 
a measure of the 
creative aspects of 
the social climate. 
Some confusing results 
with some 
organisational 
parameters with positive 
influence on climate had 
a negative influence on 
creativity with other 
parameters with a 
negative impact on 
climate seemed to 
support creativity. 
Based on work 
in a university.  
Therefore may 
have limited 
generalisability 
to other 
industries or 
sectors. 
Data could be 
subject to 
method 
covariance. 
Scott & Bruce 
(1994) 
Developed and 
tested  a model 
of innovative 
behaviour 
measures with 
six items 
relating to the 
stages of 
innovation by 
Kanter (1988). 
Leadership, 
work group 
relations and 
individual 
attributes were 
hypothesised to 
affect 
individual 
innovative 
behaviours 
through climate 
perceptions. 
Interviews with 
executives and the 
VP of  large 
centralised R&D 
facility within a 
major US company 
with semi-
structured 
interviews with 33 
engineers, 
scientists and 
technicians to 
understand how 
they viewed 
innovation. 
Followed by 
questionnaires to 
staff. 172 
completed and 
usable 
questionnaires 
were received 
Leadership, support for 
innovation, managerial 
role expectations, career 
stage and systematic 
problem solving style to 
be significantly related 
to individual innovative 
behaviour. 
Also the findings 
suggest that individuals 
do not need to be highly 
intuitive problem 
solvers to be innovative, 
but being systematic 
problem solvers appears 
to inhibit high levels of 
innovative behaviour. 
No relationship found 
between resources and 
innovative behaviour. 
The role of climate as a 
mediator may be 
overstated in the 
literature, as it relates to 
Not certain of 
generalizability 
of findings. 
The cross-
sectional 
research design 
limits the ability 
to determine 
causation. 
Longitudinal 
studies are 
recommended to 
explore 
reciprocity.  
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Author/Year Overview of 
Findings and 
Model 
How theory 
developed 
Major Contributions Major 
Criticisms 
innovative behaviour. 
Isaksen et al. 
(2001) 
Situational 
Outlook 
Questionnaire 
was designed 
to measure 
perceptions of 
the character of 
life within an 
organisation 
with particular 
emphasis on 
how attitudes, 
feelings and 
behaviour 
support 
creativity and 
change. 
Instrument 
developed based 
on original work 
by Ekvall who 
investigated how 
working 
atmosphere 
influenced idea 
suggestions 
schemes and 
developed the 
CCQ tool. 
SOQ asks 
participants to 
consider best and 
worst case scenario 
for creativity. 
This paper reports 
on two studies of 
graduate students 
and managers to 
test the validity of 
the SOQ (which 
has evolved from 
the CCQ). 
Evolution of CCQ.  
Now considers nine 
factors including 
challenge/involvement, 
freedom, trust/openness, 
idea time, playfulness 
Humour, conflict, idea 
support, debate & risk 
taking. 
 
Study confirms that the 
instrument does 
differentiate between 
different perceptions of 
the climate for creativity 
and change 
 
Siegel 
Kaemmerer 
(1978) 
Siegel Scale of 
Innovation 
Survey 
Based on previous 
research in a 
mental hospital 
and at a school the 
authors postulated 
a five priori 
dimensions 
characteristics of 
an innovative 
organisation.  This 
Likert scale was 
piloted on students 
in a traditional and 
innovative school 
– then rolled out to 
six high schools 
An apparently valid and 
reliable measure of the 
perceived 
innovativeness of an 
organisation 
 
Survey instrument 
assesses perceptions of 
leadership, ownership, 
norms for diversity, 
continuous development 
and consistency.  
 
 
Criticisms:  
Instrument 
validated on 
school teachers 
and students so 
applicability in 
business 
environment 
questioned by 
Amabile et al. 
(1989). 
Harrison 
(2005) 
Organisational 
Assessment 
Inventory 
(OAI) - Survey 
The OAI collect 
data on group 
performance such 
as output quantity 
and quality, goal 
attainment, 
innovativeness, 
efficiency, morale 
and reputation for 
excellence, group 
diversity and group 
processes – 
including conflict 
Broad ranging tool for 
helping practitioners to 
understand 
organisational 
dynamics. 
Target of model 
criticized for not 
being 
appropriate for 
use by less 
experienced 
persons such as 
students  - as 
significant tacit 
knowledge is 
applied in 
interpreting data 
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Findings and 
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developed 
Major Contributions Major 
Criticisms 
management and 
normative 
pressures. 
Structural areas 
also assessed 
include control 
systems, job 
standardisation, 
role relations, work 
and unit 
interdependencies, 
work flows and 
authority 
distribution. 
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Summary by Author of Major Contributions to Employee Engagement 
Author/ 
Year 
 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major criticisms 
Kahn 
(1990) 
Explores three 
psychological 
conditions of 
engagement, i.e., 
meaningfulness, 
safety and 
availability. 
Defined 
engagement as the 
simultaneous 
employment and 
expression of a 
person’s ‘preferred 
self’ in task 
behaviours that 
promote 
connections to 
work and others, 
personal presence 
(physical, cognitive 
and emotional), 
and active full 
performances (p 
700) 
Workers were 
more engaged 
when the situation 
offered them more 
psychological 
meaningfulness 
and safety and 
when they were 
more 
psychologically 
available. 
Ethnographic 
research with 
summer camp 
counsellors and 
members of an 
architectural firm.  
Two qualitative – 
theory generating 
studies were 
conducted to explore 
the conditions of 
work in which people 
personally engage or 
express and employ 
their personal selves, 
and disengage or 
withdraw and defend 
their personal selves.   
 
Used grounded 
theory 
Used multiple 
data collection 
methods with 
qualitative 
research – 
ensuring data 
triangulation 
One of first 
researchers to 
discuss the 
characteristics of 
disengagement. 
Developed 
useful table 
summarising the 
different 
dimensions of 
core constructs 
Explored and 
compared two 
quite different 
work 
environments to 
develop theory 
Was a building 
block on which 
future studies 
were based. 
 
 
 
Rothbard 
(2001) 
Considered the 
dynamics of 
engagement 
between work and 
family roles 
Found that people 
who are involved 
in multiple roles 
have the best health 
and mental well-
being 
The boundary 
between family and 
work is not as open 
Surveyed 790 
employees via a self-
report survey 
Built on the 
work of Kahn 
 
Generated 
interesting 
findings on 
impact of 
different work 
versus family  
roles by gender 
 
 
 
Study may be 
limited by 
common method 
variance 
 Page 376 
 
Author/ 
Year 
 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major criticisms 
and permeable for 
men as it is for 
women….and that 
women may be 
more likely than 
men to ruminate on 
work-events, 
causing them to 
become self-
focussed and 
decreasing their 
family 
engagement. 
 
Demerouti 
et al.  
(2001) 
Found that job 
resources such as 
performance 
feedback, 
supervisor support, 
job control were 
predictors of 
engagement 
Also that role 
engagement has 2 
critical components 
– attention and 
absorption in one’s 
role. 
Used the Oldenburgh 
Burnout Inventory 
(OLBI) developed by 
Demeurouti (1999)  
 
Used LISREL 
analysis with data 
from self-reports as 
well as observer 
ratings of the 
working conditions  
which provided 
strong evidence for 
the Job Demand 
Resources i.e., JDR 
model:  Job demands 
are primarily related 
to the exhaustion 
component of 
burnout, whereas 
‘lack of ‘ job 
resources are 
primarily related to 
disengagement.   
Observations 
across three 
occupational 
groups: human 
services, industry 
and transport 
with good 
sample size i.e. 
(N = 374) 
 
 
 
Maslach et 
al. 
(2001) 
Conceptualised job 
burnout as a 
psychological 
symptom in 
response to chronic 
interpersonal 
stressors on the 
job. 
 
Has defined 
burnout as the 
opposite (or 
positive antithesis) 
of engagement. 
Burnout was 
defined by the 
three dimensions of 
Was a conceptual 
study 
 
Built on the work of 
Maslach and Jackson 
(1981) 
 
Studies of the 
factors that 
contributed to 
burnout were 
interesting points 
of reference to 
studies of what 
makes a person 
engaged. 
Utilised a 
‘grassroots’ 
approach to the 
study tapping in 
to the 
complexities of 
people’s 
relationship to 
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Major criticisms 
exhaustion, 
cynicism and 
inefficacy. 
work 
 
 
Harter et 
al., 
(2002) 
Objective of study 
was to infer the 
link between 
employee 
engagement and 
business unit level 
performance 
 
Study from 7939 
business units across 
multiple industries 
using Gallup GWA 
instrument + 1 
overall satisfaction 
question 
Strongest effects 
found relative to 
employee 
turnover, 
customer 
satisfaction 
loyalty, and 
safety.  
Correlations 
were positive 
and 
generalizable 
relative to 
productivity and 
profitability 
criteria, but were 
of lower 
magnitude 
Survey outcomes 
designed to 
facilitate action 
planning in the 
workplace 
 
Causality or 
directionality of 
findings are 
suspect (Ludwig 
& Schneider, 
2012) 
Model assumes 
that job 
satisfaction and 
engagement are 
the same thing 
(Macey & 
Schneider, 2006) 
Some measures 
related to the 
work environment 
– and are not 
considered by 
some scholars to 
be engagement 
indicators (Macey 
& Schnedier, 
2008) 
Research and 
consulting 
organisation 
Gallup consultant 
was one of the 
researchers – so 
independence can 
be questioned 
 
Schaufeli et 
al., (2002) 
Designed the 
Utrecht Work 
Enthusiasm Scale 
(UWES) that 
measures vigor, 
dedication and 
absorption. 
 
Revealed that 
engagement scores 
are negatively 
correlated to 
burnout 
Study conducted on 
sample of 314 
university students 
and 619 employees in 
different countries 
 
Examined the 
factorial structure of 
a new instrument 
(UWES) as well as 
the Maslach Burnout 
Inventory and the 
relationship between 
engagement and 
burnout was assessed. 
 
 
Was eventually 
tested across 
samples from 
Spain, 
Netherlands and 
Portugal and 
demonstrated 
that the 
instrument was 
acceptable for 
different racial 
groups. 
 
Built on the 
initial work of 
Maslach, 
Schaufeli and 
Leiter (2001) 
related to job 
Debate was to 
follow later 
regarding the 
assertion that 
engagement 
scores are 
negatively 
correlated to 
burnout 
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Major criticisms 
burnout. 
 
Instrument was 
used by several 
other researchers  
 
 
May et al. 
(2004) 
Empirical 
investigation using 
Kahn’s three 
psychological 
conditions of 
engagement. 
Found that 
meaningfulness, 
availability and 
safety were 
significantly 
related to 
engagement 
Empirical study. 
Survey conducted in 
insurance firm.  213 
responses received. 
Tested 15 
Hypotheses related to  
psychological 
meaningfulness, 
psychological safety, 
psychological 
availability, 
psychological 
conditions and 
engagement, and the 
mediating effect of 
the psychological 
condition 
Built on Kahn’s 
(1990) work. 
Designed a scale 
reflecting each of 
the three 
conditions  - e.g., 
cognitive, 
emotional and 
physical 
Developed a 
useful definition 
of engagement 
 
 
 
 
Robinson et 
al., (2004) 
Study undertaken 
by Institute for 
Employment 
studies. 
Investigated the 
question ‘Does 
engagement differ 
from commitment 
and can it be 
measured?’ 
They found that 
engagement 
overlaps with 
commitment and 
organisational 
citizenship. 
Found no 
differences 
between men and 
women in scores 
Engagement levels 
go down as people 
age and then 
increase at 60 
Those with caring 
responsibilities 
have lower levels 
of engagement than 
those without 
A disability of a 
National Health 
Service (UK) study 
involved collection of 
data from 14 
organisations 
resulting in 10,024 
completed surveys 
from full range of 
employee groups and 
job roles i.e., 
managerial, 
professional, 
technical and support 
They developed one 
overall engagement 
indicator from 
responses to 12 
questions 
 
Very significant 
and 
representative 
sample with 
good sub 
analysis by 
demographic 
group 
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Major 
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Major criticisms 
medical condition 
lowers engagement 
Engagement levels 
go down as length 
of service increases 
Full timers are 
more engaged than 
part-timers 
Having an accident 
at work has a 
significant impact 
on engagement 
Exposure to 
harassment has a 
damaging impact 
on engagement 
Having a 
performance 
development plan 
and formal 
appraisal are both 
related to 
significantly higher 
levels of 
engagement 
Corporate 
Executive 
Board 
(2004) 
Assessed the 
impact of 
employee 
engagement on 
performance and 
retention. 
Manager has 
important impact 
on employee 
commitment level 
to team 
Survey conducted of 
over 50,000 
employees around the 
world in 59 global 
organisations in 10 
industries in 27 
countries 
 
(I believe they used 
the Gallup ESAT tool 
– i.e., Employee 
Survey Analysis tool) 
Identified the 
highest impact 
drivers of 
engagement, 
Emotional 
engagement is 
more powerful 
than rational 
engagement. 
Developed 
practical tools 
and 
recommendation
s from findings 
 
 
Research 
methodology 
adopted not 
evident from 
article. 
 
Salanova et 
al., (2005) 
The study 
examined the 
mediating role of 
service climate in 
the prediction of 
employee 
performance and 
customer loyalty. 
Analyses revealed 
that organisational 
resources and work 
engagement predict 
service climate 
342 employees from 
114 service units 
within hospitality 
provided information 
about organisational 
resources, 
engagement and 
service climate. 
Also customers 1,140 
provided information 
on employee 
performance and 
customer loyalty. 
Extended 
previous 
research on 
organisational 
predictors of 
service climate 
i.e., HR practices 
and 
organisational 
characteristics by 
including 
psychological 
antecedents such 
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which in turn 
predicts employee 
performance and 
then customer 
loyalty. 
Further analyses 
revealed a potential 
reciprocal effect 
between service 
climate and 
customer loyalty.  
Structural equation 
modelling then 
undertaken 
as work 
engagement as 
indicators of 
employee 
motivation. 
Used data from 
both employees 
and customers to 
avoid problems 
associated with 
common method 
variance 
 
Saks (2006) Tested a model of 
the antecedents and 
consequences of 
job and 
organisation 
engagements based 
on social exchange 
theory. 
Findings indicate a 
real difference 
between job and 
organisational 
engagement and 
that the type of 
support provided 
by the organisation 
predicts both job 
and organisational 
engagement. 
Observed that there 
is nothing to be 
gained from 
measuring 
organisational 
commitment and 
job satisfaction and 
pretending you 
have measured 
work engagement.   
Empirical study of 
102 employees in 
Canada 
Built on Kahn, 
Maslach’s and 
Hackman and 
Oldham models to 
determine 
antecedents of 
engagement 
Survey included 
measures of job and 
organisation 
engagement as well 
as the antecedents 
and consequences of 
engagement 
Findings indicate 
that there is a 
real difference 
between job and 
organisational 
engagement 
Job 
characteristics 
predict job 
engagement 
Importance of 
perception of 
procedural 
justice which 
predicts 
organisational 
engagement 
Created a social 
exchange model 
linking 
antecedents and 
consequents of 
employee 
engagement. 
 
 
Relatively small 
sample  
Uses cross-
sectional and self-
report data thus 
limiting 
conclusions about 
causality and 
raising concerns 
Macey & 
Schneider 
(2008) 
Developed a 
framework for 
understanding the 
elements of 
employee 
engagement 
Offered a series of 
propositions about  
psychological state 
engagement;  
behavioural 
engagement; and 
trait engagement. 
Review of existing 
literature and 
identification of 
common themes and 
gaps. 
 
The first researchers 
to conceptualise trait, 
state and behavioural 
engagement as 
separate but related 
constructs. 
Questioned – 
what is employee 
engagement.  
Tried to bridge 
the practitioner - 
science gap 
Made interesting 
observations 
about the use of 
engagement 
surveys and the 
importance of 
the construct 
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They also made 
observations about 
the effects of job 
attributes and 
leadership on state 
and behavioural 
engagement and as 
moderators of the 
relationships 
among the three 
facets of 
engagement.  
They also made 
observations 
regarding the 
measurement of the 
three facets of 
engagement and 
potential 
antecedents, with 
specific 
consideration for 
measurement via 
employee surveys. 
 
measuring what 
was intended. 
Engagement 
includes 
organisational 
citizenship 
behaviours 
 
Rich et al., 
(2010) 
 
 
Found that intrinsic 
motivation, job 
involvement, and 
job satisfaction 
failed to explain 
higher level of 
variance than 
engagement (Kahn, 
1990). Suggest a 
more 
interconnected 
model of 
engagement is need 
and that  
engagement is still 
in need of further 
refinement and 
theory building 
Used a sample of 245 
firefighters to provide 
empirical evidence 
that engagement 
(Kahn, 1990) 
mediated the 
relationship between 
value congruence, 
perceived 
organisational 
support, core self-
evaluation, and the 
two outcome 
variables, task 
performance and 
organisational 
citizenship 
behaviour. 
One of the first 
modern studies 
to re-examine 
Kahn’s original 
domains of 
engagement 
(e.g., 
meaningfulness, 
safety, 
availability). 
 
Inferences 
regarding 
causality are 
limited 
Xu & 
Thomas 
 (2010) 
Team oriented 
behaviours are 
important for 
leaders in 
addressing 
employee 
engagement. 
 
Three factors 
(leader behaviours)  
emerged from a 
JRA 360: supports 
Proposes leadership 
behaviour is an 
antecedent of 
engagement. 
A pilot study with n = 
236.  Using a 360 
degrees instrument 
and undertaking 
linkage analysis. 
Shows that a 
focus on leaders 
behaviours is an 
important  focus 
for efforts to 
improve 
employee 
engagement 
 
 
Further research 
needed to 
establish causality 
and  to support 
generalisability of  
findings 
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team, performs 
effectively  and 
displays integrity. 
 
 
Shuck et 
al., (2011)a 
Job fit, affective 
commitment, and 
psychological 
climate were all 
significantly 
related to employee 
engagement, while 
employee 
engagement was 
significantly 
related to both 
discretionary effort 
and intention to 
turnover. 
The hierarchical 
regression analysis 
results suggested 
that the employees 
who reported 
experiencing a 
positive 
psychological 
climate were more 
likely to report 
higher levels of 
discretionary 
effort. 
This correlational 
study (n = 283) 
examined the links 
between job fit, 
affective 
commitment, 
psychological 
climate, and 
employee 
engagement, and the 
dependent variables, 
discretionary effort, 
and intention to 
turnover  
 
Survey undertaken 
across 7 industry 
sectors. 
 
Hypotheses were 
tested through 
correlational and 
hierarchical 
regression analytic 
procedures 
Good sample 
size and industry 
coverage. 
Insightful that 
study undertaken 
in organisation 
ranked as one of 
the best places to 
work. 
 
Supported 
similar findings 
from other 
researchers  
 
 
 
 
Shuck et 
al., (2011)b 
Developed a 
conceptual model 
that showed how 
the environment 
and person interact 
to create 
engagement or 
disengagement; 
secondly how, an 
employee’s 
manager plays a 
critical role in 
developing 
engagement; and 
thirdly how, 
personality can 
effect engagement. 
 
Used a case study 
method, to collect 
documents, conduct 
semi-structured 
interviews and record 
observations at a 
large multinational 
service corporation 
ranked as one of the 
best places to work. 
Use of a 
qualitative study 
of value to 
existing mainly 
quantitative 
research studies. 
 
 
 
Tims, et 
al.,(2011) 
Leaders style 
impacts on an 
employee’s daily 
work engagement 
Used a diary to 
examine how 
leadership style 
influenced 
engagement.  42 
Use of a 
quantitative 
study of value to 
existing mainly 
quantitative 
Results only 
indicated partial 
support for the 
hypothesis. 
 Page 383 
 
Author/ 
Year 
 
Overview of 
Model/findings 
 
How theory 
developed 
Major 
contributions/ 
 
Major criticisms 
employees filled in a 
general questionnaire 
and survey over 5 
days. 
They predicted that a 
transformational 
leadership style 
would enhance and 
employees' work 
engagement through 
the mediation of self-
efficacy and 
optimism 
research. 
 
 
Petrou et 
al., (2012) 
Looked at 
relationship 
between ‘job 
crafting’ and work 
engagement with 
job crafting being 
conceptualised as 
seeking resources 
and challenges and 
reducing demands. 
Found that a high 
level of autonomy 
and work pressure 
was associated 
with higher day-
level seeking 
resources and 
lower day level 
reducing demands.  
Seeking challenges 
was positively 
associated with 
engagement 
95 employees from 
several organisations 
completed a 5-day 
diary and general 
survey. 
A 3 factor structure 
was hypothesised  
Employees 
proactively 
shape the task. 
High work 
pressure and 
autonomy foster 
engagement 
 
 
Shuck & 
Herd 
(2012) 
Exploration of 
traditional and 
emerging 
leadership theories 
. 
Develops a 
conceptual 
framework with a 
link between 
meeting and 
understanding 
employees needs 
and the use of 
emotional 
intelligence. 
Interesting quote 
on goal setting. 
“provides 
unequivocal 
Conceptual Article Provides input 
into the link 
between 
leadership and 
engagement 
Use of emotional 
intelligence as a 
leadership 
competency.   
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evidence of the 
motivational and 
performance-
enhancing effects 
of goal setting.” 
Jenkins & 
Delbridge 
(2013) 
Compares and 
contrasts 
managerial 
approaches to 
engaging 
employees in two 
contrasting 
organisations 
called ‘hard’ and 
‘soft’ approaches 
Qualitative study into 
two contrasting 
organisations.  Data 
derived from two 
internal employee 
surveys and in-depth 
semi-structured 
interviews with key 
informants. 
Extends  existing 
literature on 
antecedents of 
engagement by 
considering role 
of managers and 
the complexity 
of management 
practices 
together with the 
psychological 
literature on job 
features. 
Multi-level 
analysis 
including job, 
manager and 
senior manager 
behaviours and 
organisational 
culture 
Findings are quite 
organisational 
specific so may 
not be 
generalisable 
Reissner & 
Pagan 
(2013) 
 Qualitative research 
in a public/private 
partnership 
organisation in 
England.    
 
In-depth examination 
of organisational 
engagement activities 
and employees’ lived 
experiences. 
 
Interviewed 25 
individual and three 
group interviews for 
all hierarchical layers 
and departments.  
Sample included 10% 
of the organisational 
workforce. 
Provides insight 
into problematic 
process of 
generating 
employee 
engagement in a 
new partnership 
organisation. 
Contributes to 
our 
understanding of 
how employee 
engagement is 
generated 
through 
management 
communication 
activities seeking 
to promote 
engagement and 
employees 
responses.  
Managers use 
both directive 
and discursive 
means of 
communication 
to create an 
environment in 
Didn’t define 
employee 
engagement. 
 
Provided limited 
understanding of 
organisational 
culture. 
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which employees 
may wish to 
engage & (2) 
employees 
respond 
positively as it 
makes them feel 
valued and 
involved. 
Bakker, et 
al., (2015)  
The crafting of 
social and 
structural job 
resources and the 
crafting of 
challenge job 
demands was 
positively related 
to own work 
engagement, 
whereas decreasing 
hindrance job 
demands was 
unrelated to own 
engagement.  
Also a reciprocal 
relationship existed 
between dyad 
members’ job 
crafting behaviours 
– each of the 
actor’s job crafting 
behaviours was 
positively related 
to the partner’s job 
crafting 
behaviours.  
Finally, 
employee’s job 
crafting was related 
to colleague’s work 
engagement 
through colleague’s 
job crafting. 
Investigated how 
proactively changing 
a work environment 
influences own and 
others work 
engagement.   
 
Studied 206 
employees.  
Tested 3 hypothesis. 
Hypothesis 1: Job 
crafting in the form 
of increasing 
challenge job 
demands and 
increasing job 
resources is 
positively related to 
own work 
engagement. 
Hypothesis 2: Job 
crafting in the form 
of decreasing 
hindrance job 
demands is 
negatively related to 
own work 
engagement. 
Hypothesis 3: There 
will be a bidirectional 
relationship between 
the actor’s job 
crafting behaviours 
[(a) increasing 
structural job 
resources, (b) 
increasing social job 
resources, (c) 
increasing challenge 
job demands, and (d) 
decreasing hindrance 
job demands], and 
the partner’s 
symmetrical job 
crafting behaviours. 
Highlighting the 
important role of 
an individual job 
crafting on job 
satisfaction and 
engagement. 
Used social 
cognitive theory 
to show how 
people  mimic 
each others job 
crafting 
behaviours and 
how this 
contributes to 
their colleagues 
engagement. 
 
 
As the study was 
cross sectional it 
was not possible 
to draw causal 
conclusions. 
Also possible that 
the reality that the 
work participants 
were highly 
educated , in 
white colour jobs 
in seven 
companies may 
limit the 
generalisability of  
the findings. 
Costa, Examines influence Quantitative study.  Found that task Study undertaken 
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Passos & 
Bakker 
(2015) 
of team conflict on 
team work 
engagement and 
team performance 
as well as its 
moderator role in 
the relationship 
between team work 
resources and team 
engagement.   Also 
looks at 
moderating effect 
of conflict on 
relationship 
between team work 
engagement and 
team performance. 
Data were collected 
from 32 research 
teams  (N= 217 
individuals) from a 
southern European 
country via online 
survey.  The principal 
investigator of each 
project was then 
asked to provide the 
emails of his or her 
research team.  82 
complete teams  
answered he survey. 
conflict had a 
direct influence 
on team work 
engagement 
Moderation 
analysis revealed 
that relationship 
conflict weakens 
relationships 
between team 
resources and 
team work 
engagement 
whereas task 
conflict, 
strengthens the 
relationship 
between team 
work 
engagement and 
team 
performance. 
within a research 
environment so 
many not have 
generalisability to 
other contexts. 
The cross-
sectional design 
did not address 
the longitudinal 
theoretical model 
presented. 
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Appendix D 
Interview Protocol and Questions 
Stage Ref Question or explanation Theme Research 
questions 
Justification 
1 1.1 Thank you for your time.  As you know I am PhD student 
at QUT investigating the characteristics of different work 
environments.  Your organisation has kindly offered to act 
as the case study site for my research 
   
1 1.2 The participant information sheet has been sent to you 
for your signature, agreeing to participate in this research 
project, and for our interview to be recorded.  
To recap – the interview is confidential and only I will 
know your name.  Any comments you make will be de-
identified.   
   
1 1.3 If you don’t feel comfortable answering any of the 
questions, say pass – and we will move on to the next 
questions.  Ok? 
Do you have any questions for me before we start? 
   
  Demographic information (to be asked at some stage)    
2 2.1 So how long have you  
i.. Worked at Alpha ? and  
ii.  Been in your current role in your current team? 
 N/A 
 
Understand what length of time their experience 
is based on for all of their responses about their 
role and team – and how they compare to other 
companies they have worked for 
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questions 
Justification 
iii.  How did  your team come into existence? 
iv.  How is the team structured? 
v.  How long do people typically stay in this team? 
vi.  Where else have you worked in the industry? 
vii.  If the interviewee has worked elsewhere - How’s 
Alpha different to other companies in the industry? 
 2.2 Please tell me about your current role (position) and 
responsibilities.  (Probe for job title, specialisation). 
 
 N/A 
 
 
To learn more about the person and their 
experience within the organisation.  Also, to 
start interview with introductory and easy 
question. This will also help the interviewer for 
probing on later questions. 
Harrison (2005) p. 137 
 2.3 How are expectations set with regard to your 
responsibilities? 
Processes, 
Leader  
RQ1 and 
RQ2 
Learn more about the goal setting process, 
organisational procedures and values 
 2.4 What aspects or criteria for work are most emphasised 
here as important, e.g., quality, cost management, service 
standards, speed quantity or innovation?  
Org Values RQ1 Harrison (2005, p. 140) Insights into culture 
Value of innovation 
 2.5 When you think about the different things that you do, i.e., 
your responsibilities, which aspects of your role are the 
most challenging?  Probe on why. 
Challenges RQ1 and 
RQ2 
Identify key challenges.  Determine – if the 
challenges in the job are responded to with an 
approach that generates new solutions. 
Job complexity and challenge 
 2.6 How do you respond to these challenges?  Challenges RQ1 See if creativity is applied to problems they face 
or if they use existing known methods 
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questions 
Justification 
 2.7 In your daily work, how much control do you have over 
when and how you undertake your different 
responsibilities/tasks?  Can you give an example of how 
you organise your different work activities? 
Autonomy 
& Control 
RQ1 and 
RQ2 
Refer to Autonomy questions from research in 
Table 3.2 
Will most likely provide insight into individual 
perception of extent of autonomy. 
 2.8 How do the tasks that you undertake each day bring out 
the best in you?  Can you give examples? 
Job Design 
Challenges 
RQ1 and 
RQ2 
Refer to Job complexity and challenge questions 
from research in Table 3.2 
3 3.1 In your current work environment, what do you find to be 
interesting or stimulating? 
Environment RQ1 and 
RQ2 
Open ended question.  Provides insight into 
what they value in their work environment. 
 3.2 How often does the team meet formally?  What is the 
purpose of these meetings?  How structured? 
Meetings/ 
Interactions 
RQ1 Refer to questions from research Interactions with staff 
 3.3 And how often does the team meet informally?   
Are there subgroups within teams?  How do these work? 
Meetings/ 
Interactions 
RQ1 Refer to questions from research 
Interactions with staff in Table 3.2 
 3.4 i.  Where do new ideas come from?  What are some 
examples? 
If you came up with a new idea (e.g., for a service, 
product or management improvement) how would your  
ii.  supervisor,  
iii. your colleagues and  
vi. people higher up in the organisation react?  
v.  Can you tell me about a recent experience/s?  
vi.  Can you think of a time when a new idea has come 
Culture & 
leader 
behaviour 
RQ1 Harrison (2005, p 140)  
Refer to questions from research in Table 3.2 
Modelling creative behaviour 
Encouragement 
Group norms 
Feedback 
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Stage Ref Question or explanation Theme Research 
questions 
Justification 
from a combination of several ideas? 
 3.5 What goals or expectations are set by your manager in 
relation to new approaches or services?.  Can you 
provide an example? Or  
What steps does your manager take to promote new 
ideas? Or 
Are your encouraged to come up with new ideas or 
build on others ideas?  Can you give me an example 
Goal Setting 
Leader 
behaviour 
RQ1 and 
RQ2 
Refer to Goal setting with regard to creative 
outcomes and encouragement questions in Table 
3.2 
 
 3.6 Do you feel that there is enough time to explore new 
ideas without the pressure to deliver on current 
priorities?  If no, can you give me an example of a recent 
time in your work when the requirement to deliver by a 
certain time limited the opportunity for creativity?  Does 
this situation happen often?   
 RQ1 Refer to Sufficient Time questions from 
research in Table 3.2 
 
 3.7 How do people raise contrary views? 
Has there been a time recently when someone took a risk 
to do this? 
(Probe for support for initiative, risk taking and attitudes 
toward criticism). (CE) 
Team 
Climate/Risk 
Tolerance 
for 
difference 
RQ1 Harrison (2005, p 140)  
Refer to questions from research in Table 3.2 
 
Group Norms  
Psychological safety  
 3.8 When is there a lively flow of ideas within your team? Team 
climate  
Comms 
RQ1 & 
RQ2 
Refer to questions from research in Table 3.2  
Group Norms 
Leader behaviour 
Psychological safety/ Trust 
 3.9 In what ways do team members look for fresh and new 
ways to solve problems? Can you provide me with an 
 RQ1 Refer to questions from research in Table 3.2  
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questions 
Justification 
example? Group norms 
 3.10 How would you describe the social environment within 
your team?  (Perhaps probe – For example is there a free 
flow of ideas in meetings – or tension?) 
Team 
climate 
RQ1 & 
RQ2 
Refer to questions from research in Table 3.2 
Social environment 
 3.11 How is a cooperative and collaborative atmosphere 
evident within this team?  
collaboration RQ1 Refer to question from research in Table 3.2 
Interactions with other areas 
 3.12 How does your team relate to other teams? Across team 
exposure 
RQ1 Refer to question from research on Interactions 
with other areas in Table 3.2 
 
 3.13 i.  Are there rewards/incentives for collaborating – 
within your team?  
 ii.  Across teams? 
Reward, 
values 
collaboration 
RQ1 Refer to questions related to interactions with 
other areas and perceptions of fairness in 
organisational processes in Table 3.2 
 
 3.14 What words would you use to describe your immediate 
work team?  Or,  
If someone asked you what is it like to work in this team, 
what would you say?  
Values 
Team 
climate 
Contextual 
 
RQ1 & 
RQ2 
(possibly) 
I want to learn more about their team climate 
and values. 
(Modified questions from Harrison, 2005 p 139 
 3.15 When your team was working really well together,, what 
was happening?  How could I see that the team was 
working well? 
 RQ1 & RQ2 
 
Use of Critical Incident technique to reveal new 
themes 
 3.16 Can you think of a time when your team wasn’t working 
really well together?  What was happening?  How could I 
 RQ1 & RQ2 Use of Critical Incident technique to reveal new themes 
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Stage Ref Question or explanation Theme Research 
questions 
Justification 
see that the team wasn’t working well?  
 3.17 Are there any other comments that you would like to 
make about the team work environment? 
 RQ1 & 
RQ2 
 
  Engagement Explain that engagement is said to occur 
when a person is very absorbed in their job, puts their 
‘heart into it’ and exerts a lot of energy.  
  Set the scene.  Explain key concepts. 
4 4.1 Please tell me about a time when you have felt really 
engaged in your work.  What contributed to that? What 
was happening at this time? 
 RQ2 Use of Critical Incident technique to understand 
the circumstances that created feelings of 
engagement.  Understand the interviewee’s 
perspective on what engagement is.  See if the 
engagement relates to individual roles or team 
work or organisation 
 4.2 Again thinking back over you career, can you think of a 
time when you felt disengaged  in your work?  What was 
happening at this time in your work?   
 RQ2 Use of Critical Incident technique to  identify 
those drivers which result in the opposite 
experience of engagement.  May provide 
additional insight into engagement at an ind.. 
team or org level 
 4.3 How are decisions made about performance, promotion 
and provision of recognition or rewards in this 
organisations? Do you have any dissatisfactions in this 
area? 
 RQ1 and 
RQ2 
Refer to questions related to Perceptions of 
fairness in processes in Table 3.3 
 4.4 So to summarise - What factors most impact on your level 
of engagement at work each day now? (EE)  (Probe on 
why these factors are important) 
 RQ2 To identify core perceived drivers of personal 
employee engagement.  It is possible to identify 
barriers to engagement through this question as 
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Stage Ref Question or explanation Theme Research 
questions 
Justification 
well. 
5 5.1 What words would you use to describe the culture of the 
organisation? (OC) (Probe on ‘Why’ for these words) or 
If you were telling a friend what it was like to work here 
how would you describe the environment. ?  (Probe for 
staff relations, common practices, norms, beliefs about the 
nature of work, how it should be done etc.)  
 Contextual Harrison (2005, p 137, 140) 
I want to learn more about their organisational 
culture and values and why they have evolved 
as they have. 
Provide insight into perceptions of possible 
cultural influences on engagement. 
 5.2 If you had unlimited resources – what changes would 
you make in this organisation? 
  Resource impact/influence 
 5.3 What are the constraining factors in this organisation?   Organisational constraints/Dis - enablers 
 5.4 Are there any questions about  this organisation that I 
haven’t asked that you think I should? Any questions 
that really can’t be asked? 
  Probe for and ‘Elephant in room’, i.e., a 
characteristic about the organisation that may 
not have been touched upon 
 5.5 Would you recommend the organisation to a friend  as 
a great place to work?  What would you tell them? 
  Engagement  with organisation  Refer to Table 3.3 and questions related to rational engagement 
 5.6 Is there anything else about the work environment that 
we’ve not discussed that you think is important to share 
with me now? 
  Opportunity to respondent to mention any other areas they would like to highlight that have not 
yet been discussed. 
  Closing comments:  No Disclosure please. The questions 
within this interview, are being asked of all interviewees 
as a part of research project.  Consistency is important 
both in terms of  the questions asked and when everyone 
hears them.  So as a result, it is important that you don’t 
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Stage Ref Question or explanation Theme Research 
questions 
Justification 
disclose or discuss the questions with anyone. 
Do you have any questions?   
Thank them again for their time. Outline next steps   
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Appendix E 
Guidelines for Observing Team Meetings 
 
(Developed based on a guide developed by Harrison 2005, pp 147-149  – A Guide to 
Diagnosing behaviour during meetings.  Factors affecting group performance.  Will 
assist in obtaining deeper understanding of local team culture.) 
 
Date: 
Location: 
Purpose of Meeting: 
Persons in Attendance: 
 
 
Area for data 
collection   
Behaviours to be observed Behaviour observed 
and inference from 
behaviour 
Goals, Targets & 
Procedures 
Are the goals of the meeting stated in advance? By 
whom?  How? 
 
Participation in 
meeting process 
Do participants other than the leaders share in 
developing goals and guidelines for the meeting? 
Do most people participate, or do a few talk most of 
the time? 
How much airing of different views occurs? 
 
Flow of 
Information and 
Ideas 
Are there opportunities for clarification and 
development of the ideas and proposal presented? 
How much does the chair guide and control the 
discussion? 
 
Problem Solving Do participants clearly define the problem facing 
them and search for alternative solutions before 
making decisions? 
Do they weigh opinions and take dissenting opinions 
seriously or do they slip into groupthink, in which 
case everyone backs one solution without seriously 
discussing others? 
Do participants draw on or learn from past 
experiences? 
Do they consider new ideas and solutions to 
problems as well as familiar time-tested ones? 
 
Decision Making What kind of procedures do participants use to 
decide on proposals: acceptance or rejection by top 
 
 Page 396 
 
Area for data 
collection   
Behaviours to be observed Behaviour observed 
and inference from 
behaviour 
managers, decision by a minority of powerful 
participants, voting or consensus. 
Conflict What important conflicts arise during the meeting 
Do conflicts stimulate thinking and problem solving 
or disrupt the meeting? 
How are conflicts managed? 
 
Interpersonal 
Relations and 
feelings 
How cohesive is the group? 
Are there opportunities for enhancing group 
solidarity? 
How do participants react to differences in other 
people’s social and personal backgrounds, work 
experience and areas of expertise? 
Do they respect of even value such differences, or do 
some forms of diversity make it more difficult for 
participants to work together? 
Do they discuss differences of opinion in terms of 
common standards and values, or do they treat 
differences as personal conflicts? 
Do members seem to trust one another? 
Do they listen to one another or interrupt and ignore 
others? 
 
Outcomes What are the major outcomes of the meeting, i.e., 
decisions, solution or proposals etc? 
How satisfied are participants with these outcomes? 
How well do the outcomes fit objectives related to 
innovativeness or engagement? 
 
Listening Do participants actively listen to each other?  
Body language What type of body language do participants employ 
when listening to each other? 
 
Inclusion Are attempts made to include all participants in the 
discussion? 
 
Use of humour Is there good humour and playfulness exhibited 
during the meeting? 
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Appendix F 
Guidelines for Observing Physical Aspects of environment 
Date:            Location: 
 
Physical Characteristics observed Inferences 
First Impressions  
Amount of Space  
Informal networking opportunities  
Safety  
Noise/chatter/laughter  
Symbols/Posters/Paraphernalia  
Climate/ ‘Feel of place’  
Furniture (e.g., chairs, tables, cupboards) that are placed in the workplace. (Dul 
& Ceylan, 2011) 
Natural plants or flowers that are placed in the workplace. (Dul & Ceylan, 2011) 
Colours that provide a relaxing experience (e.g., green, blue or blue/violet). (Dul 
& Ceylan, 2011) 
Colours that provide a stimulating experience (e.g., yellow, orange, pink, red or 
red/violet). (Dul & Ceylan, 2011) 
The possibility of being away from the presence or view of others. (Dul & 
Ceylan, 2011) 
Having visual access from the work environment to the outer natural 
environment (e.g., trees, plants). (Dul & Ceylan, 2011) 
Having visual access from the work environment to any outer environment. (Dul 
& Ceylan, 2011) 
The amount of light in the work environment. (Dul & Ceylan, 2011) 
The light coming from the sun into the work environment. (Dul & Ceylan, 2011) 
The temperature, velocity, humidity and composition of the air in the work 
environment. (Dul & Ceylan, 2011) 
Positive sounds (e.g., music, silence, absence of noise). (Dul & Ceylan, 2011) 
Positive odours (e.g., fresh air, absence of bad smell). (Dul & Ceylan, 2011) 
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Appendix G 
Email to Potential Participants in Study 
 
Dear (first name), 
 
Re:  Invitation to participate in research into the characteristics of work 
environments 
 
I am a PhD candidate at QUT.  My research topic involves the study of the 
characteristics of different work environments.  Hatch has offered to be the case 
study site for my research project. 
 
I am writing to you today to request your involvement in the research project.  If you 
agree to participate, your involvement will comprise participation in a one hour 
interview and agreement to be observed within three of your team’s meetings.   
 
All comments you make in the interview and team meeting will be confidential.    
Additionally, all client names will be removed from all notes and transcriptions.  To 
ensure confidentiality, during the transcription process your name will be converted 
to a number and the file identifying the relationship between your name and number, 
will be kept within a password protected document in a secure environment on 
QUT’s servers. 
 
More details about the project, your involvement, steps to protect confidentiality and 
expected outcomes are contained in the information form which is attached to this 
email. 
 
If you agree to be involved in the project I will give you a call before we meet for the 
interview to give you the opportunity to ask any questions you may have.  
Additionally if you have any questions about the project that you would like to have 
answered before agreeing to participate, I am also happy to call you.  So let me know 
either way.  My mobile  no is  0475 773 346. 
 
 
Kind regards 
 
Tracy 
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Appendix H 
Information Sheet for Potential Participants in Study 
 
PARTICIPANT INFORMATION FOR QUT RESEARCH PROJECT 
– Interview – 
 
How work environments influence creative behaviours and employee engagement 
 
QUT Ethics Approval Number 1400000710 
 
RESEARCH TEAM 
Principal Researcher: Tracy Stanley PhD student   
Associate Researchers: Dr Paul Davidson Principal Supervisor  
 Dr Judy Matthews Associate Supervisor 
 
School of Management, QUT Business School,  
Queensland University of Technology (QUT) 
 
DESCRIPTION 
This project is being undertaken as part of a PhD study by Tracy Stanley. 
 
The purpose of this project is to investigate the characteristics of different work environments.  
 
We are seeking participants from at least four teams in your organisation for the study.  Not 
everyone in the team is required to participate for the team to be involved and indeed participation 
is entirely voluntary.  Additionally your status regarding involvement in the project, i.e. your 
agreement to participate or not to, will not be revealed to anyone at your organisation. 
 
PARTICIPATION 
Your participation will involve a confidential and audio recorded interview at your office that will 
take approximately 60 minutes. Questions will relate to your current job role and your different 
experiences within teams at work.  You are free to pass on any questions that you are uncomfortable 
with, during the interview.   
 
Examples of the types of questions to be asked include: 
1. So how often does your team meet both formally and informally? 
2. In your daily work, how much control do you have over when and how you undertake your 
different responsibilities? 
 
Additionally, you and your colleagues will also be observed in three team meetings.  The objective 
here is to obtain a feel for the team and physical environment. 
 
You will be asked not to discuss the questions posed to you within the interview so as to protect the 
integrity of the research process, i.e. it is important for everyone to hear the question for the first 
time, at the same time. 
 
Again, your participation in this project is entirely voluntary.  If you do agree to participate now, you 
can withdraw from the project without impact at any time, or you can choose to only be involved in 
parts of the project.  Your decision to participate or not participate will in no way impact upon your 
current or future relationship with QUT and your decision will not be shared with your employer. 
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These options will be explained to you by the researcher, who will call you once you have agreed to 
participate to confirm meeting arrangements.  The researcher is also happy to call you if you have 
further questions about the project and your involvement that you would like answered before you 
agree to participate. 
 
EXPECTED BENEFITS 
It is not expected that this project will benefit you directly.  However, you may benefit from any 
actions your organisation chooses to take as a result of what we learn. 
If you would like to receive a summary of the results please email the principal researcher.  This 
summary will be available around June 2015. 
 
RISKS 
There are minimal risks associated with your participation in this project.  These risks could include 
discomfort from questions related to your work environment.   
As mentioned above, you can choose to pass on any questions you are uncomfortable with.  
However if you want to talk to someone independently after your interview, counselling support is 
available. 
QUT provides for limited free psychology, family therapy or counselling services for research 
participants of QUT projects who may experience discomfort or distress as a result of their 
participation in the research. Should you wish to access this service please contact the Clinic 
Receptionist of the QUT Psychology and Counselling Clinic on 07 3138 0999. Please indicate to the 
receptionist that you are a research participant. 
 
PRIVACY AND CONFIDENTIALITY 
All comments and responses will be treated confidentially.  No names will be provided.  Your name 
will be identified as a number.  The relationship between the name and number will be stored in a 
password protected document inside the QUT secure files.  No quotes will be made in any reports 
that possibly identify you, without your direct permission.  The transcribing of all interview notes will 
be undertaken by a person who will have signed a confidentiality agreement with QUT and will thus 
also not be able to disclose any of the information they are privy to.   No reference will be made to 
any client names discussed in meetings. 
Please note that non-identifiable data collected in this project may be used as comparative data in 
future projects. 
 
CONSENT TO PARTICIPATE 
We would like to ask you to sign a written consent form (enclosed) to confirm your agreement to 
participate. 
 
QUESTIONS / FURTHER INFORMATION ABOUT THE PROJECT 
If have any questions or require further information please contact one of the research team 
members below. 
 
Tracy Stanley 04 7577 3346 tracy.stanley@qut.edu.au 
Paul Davidson 07 3138 1364 p.davidson@qut.edu.au 
 
CONCERNS / COMPLAINTS REGARDING THE CONDUCT OF THE PROJECT 
QUT is committed to research integrity and the ethical conduct of research projects.  However, if you 
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do have any concerns or complaints about the ethical conduct of the project you may contact the 
QUT Research Ethics Unit on 07 3138 5123 or email ethicscontact@qut.edu.au. The QUT Research 
Ethics Unit is not connected with the research project and can facilitate a resolution to your concern 
in an impartial manner. 
 
Thank you for helping with this research project.  Please keep this sheet for your 
information. 
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Appendix I 
Consent Form for Research Participants  
 
CONSENT FORM FOR QUT RESEARCH PROJECT 
– Interview – 
 
How work environments influence creative behaviours and employee 
engagement 
 
QUT Ethics Approval Number 1400000710 
RESEARCH TEAM CONTACTS 
Tracy Stanley 04 7577 3346 tracy.stanley@qut.edu.au 
Paul Davidson 07 3138 1364 p.davidson@qut.edu.au 
STATEMENT OF CONSENT 
By signing below, you are indicating that you: 
• Have read and understood the information document regarding this project. 
• Have had any questions answered to your satisfaction. 
• Understand that if you have any additional questions you can contact the research team. 
• Understand that you are free to withdraw at any time, without comment or penalty.   
• Understand that you can contact the Research Ethics Unit on 07 3138 5123 or email 
ethicscontact@qut.edu.au if you have concerns about the ethical conduct of the project. 
• Understand that the project will include an audio recording. 
• Understand that the project will involve observations in team meetings. 
• Understand that non-identifiable data collected in this project may be used as comparative data 
in future projects. 
• Agree to participate in the project. 
 
Name  
Signature  
Date  
 
Please return this sheet to the researcher. 
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Appendix J 
Example List of Parent and Child Nodes  
Parent node Child node Definition or description Example of participants words From the 
literature 
Emerged 
from the 
study 
Organisational Culture What it’s like to work in 
this company 
It's not an authoritative business 
Alpha is very engineering-focussed 
√  
Organisational Downturn 
redundancies 
Thoughts and feelings 
related to layoffs 
We've seen 'long time' people go. 
There's so much pressure to win work 
 √ 
Individual Feelings and 
moods 
Any comments on how 
they are feeling 
You can just feel that it is a bit flat I suppose 
I'm not sure if everyone is feeling like me but I really 
feeling crap and I feel trapped 
 √ 
Individual Being busy Identification of the need 
to be busy as a motivator 
If I am busy I work better. 
Usually I’ll go and ask my supervisor for more work 
 √ 
Individual Recognition Receiving positive 
recognition for good work 
Well the other part is also being recognised – this is a 
good job, nobody else has done ...  
And it ended up being four months.  But I think it was 
sort of quite, I guess, motivating ... you were working 
towards something and the people around you were 
generally sort of appreciating that .. 
√  
Job Challenge Challenges, difficulties 
faced or problems solved 
in the job 
You know some of the things we are trying to do from an 
engineering perspective are challenging - quite 
technically difficult. 
√  
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Parent node Child node Definition or description Example of participants words From the 
literature 
Emerged 
from the 
study 
I do some fairly challenging work so you need to think 
things through 
Job Learning When there is the 
opportunity to learn on the 
job. 
 
I’ve learned so much and grown so much. .. The thing is 
creating something entirely new that didn’t exist.   
I guess, at the beginning being in the iron and steel 
business units how I grow quicker than I’d expected 
because a lot of things I need to answer myself. 
√  
Job Accomplishment Achieving outcomes or 
deliverables from the work 
So in a way, try not to – your incentive will come with 
the satisfaction of you’re getting something done and 
people say it’s good. 
When you’ve got a good job where you don’t have 
anything that’s going to hold you up, where you can just 
be powering through it and everything is just running 
well, but also you’re feeling busy and that you’re 
accomplishing something. 
√  
Job Autonomy Having freedom to make 
decisions about work 
If I want to do something - I can just do it.  There are no 
show stoppers.  You can do it.  It is essentially up to you. 
How much control do I have individually?  Not that 
much, because most of the shots are being called by 
someone else…. because pretty much I’m just helping ... 
because being a junior engineer, 
√  
Job Pressure of time How the absence or 
pressure of time impacts 
the individual 
Having a deadline, knowing that you’ve got to finish 
something in time, makes things much easier for you to 
just get your work done quickly. 
If I’m given enough time, normally I perform a little 
better.  I can’t really think when it’s time pressure, 
√  
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Parent node Child node Definition or description Example of participants words From the 
literature 
Emerged 
from the 
study 
looking at the next five minutes and the next 10 minutes.  
But too much time is also not very good (laughs); just the 
right amount of time. 
Job Billable work Billable or non-billable 
work -  
Being a consulting business, payable work is king, 
We are being measured on our billable hours 
 √ 
Team Culture of team What it’s like to work in 
this team 
You asked me about the group - and to be honest I am 
here because of the group 
Team bonding is not there. 
√  
Team Non work –  
informal 
conversations 
Informal interactions I like the social interaction 
Our team meetings sometimes turn into gossip sessions 
√  
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Appendix K 
Draft Self-Report to Identify Characteristics in Work Environment 
Questions Agree 
Disagree
Yes/No 
Important 
to me? 
Yes/No 
Category Characteristic 
My job has interesting problems to 
solve.  
√ √ Job Challenge 
I undertake my role with a high 
level of autonomy 
√ √ Job Autonomy 
I frequently acquire new knowledge 
and skills at work  
√ √ Job Rich learning 
environment 
My work gives me a sense of 
accomplishment 
√ x Job Achievement 
I undertake a variety of activities  √ √ Job Variety 
I am so engrossed in my job time 
flies by each day 
√ √ Job Job 
involvement 
I usually have enough time to get 
things done 
x √ Job Time pressure 
There is a spirit of helpfulness and 
collaboration in our team  
√ √ Team Helping others 
solve problems 
There is often laughter and joking 
among team members 
√ √ Team Informal 
conversations 
and joking 
I feel safe raising contrary views 
with my colleagues 
√ √ Team Contrary views 
Experienced members of the team 
freely provide advice  
√ √ Team Mentoring  
We are encouraged to explore new 
and better ways of working 
√ √ Team Risk 
minimisation 
culture 
My manager demonstrates an 
interest in new ideas 
√ x Manager Openness to 
new approaches 
My manger gives me timely 
feedback and support 
√ √ Manager  Feedback 
My manager provides me with 
recognition 
√ √ Manager  Recognition 
My manager is motivated for me to 
have work/life balance 
√ √ Manager  Work/ Life 
balance 
 
